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Abstract
The International Baccalaureate’s Middle Years Programme places service learning at the core of its
curriculum. Yet, challenges with implementing it successfully are omnipresent in international schools. This
Organizational Improvement Plan (OIP) aims to support teachers with the implementation of service learning
projects at a private, non-profit international school in Western Europe. It is guided and framed by a Problem of
Practice (POP) that addresses the current state of service learning at Mountain Range School (MRS) where
curriculum and independent service projects are inconsistently designed, implemented and supported. It
includes an evaluation of school policies, curriculum, teacher capacity, resources and systems. The underlying
leadership approaches to this OIP are authentic and transformational leadership. A consideration of the cultural
and logistical aspects that are impacting the implementation of service learning is evaluated. A gap analysis is
conducted between the current and future state of service that analyzes inputs, outputs, resources and materials.
Four solutions are considered and evaluated against a cost-benefit criteria, resulting in a fifth hybrid solution
that combines professional development support for teachers and curriculum implementation strategies. A
change path model (CPM) is used to outline the proposed changes and the plan-do-study-act (PDSA) cycle is
used to monitor change. The communication and tracking of change is aligned with authentic, transformational
leadership approaches that leverage the ethos of service through human interactions that emphasize dialogic,
cyclical growth in order to institutionalize change and ultimately improve the program’s effectiveness to impact
change in the local community.
Keywords: service learning, school culture, dialogic pedagogy, international baccalaureate,
international schools, authentic leadership, transformational leadership
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Executive Summary
The Organizational Improvement Plan (OIP) is directed at a non-profit, private international school in
Western Europe. The Problem of Practice (POP) that is addressed focuses on the inconsistent implementation
of the International Baccalaureate’s Middle Years Programme’s service learning program at Mountain Ridge
School. The service learning program’s authentic implementation is affected by multiple factors: inconsistent
teacher buy-in; a lack of supervisory supports, such as training, guidance and implementation strategies;
disparate interpretations of what the service cycle is and how to enact it; inconsistent monitoring and support
processes; and a lack of continuity of curriculum design, along with a cohesive set of resources and policies to
support teachers’ implementation of the program.
The POP aims to address aspects of teacher buy-in, engagement and mobilization by considering
authentic and transformational strategies through a social constructivist lens. It posits the importance of
enacting change through teachers as intermediaries that can facilitate program improvement for students in
MRS’s service learning program. The challenges with the International Baccalaureate’s difficulty with
implementation are considered, particularly regarding power dynamics, active engagement and voice for
choice.
Chapter One illustrates an overview of the organizational context, including the historical and
contemporary factors impacting the school’s governance, its relationship with the International Baccalaureate,
the influence of accreditation bodies as metrics of growth, and the school’s mission, vision and organizational
structure. A social constructivist lens is applied in order to emphasize the importance of human interactions and
people-centred leadership. Authentic and transformational approaches to leadership are complemented in order
to inform a PESTLE analysis. The school’s challenges with buy-in, program implementation, consistency and
structures that affect service learning through the IB’s Middle Years Programme (MYP) are evaluated from the
perspective of the primary change agents, including the service coordinator. Guiding questions are used to
evaluate the change process and inform leadership considerations in tandem with potential challenges and/or
communication needs required through the OIPs objectives. The culture of change is considered alongside the
change process, as service learning is significantly impacted by the stakeholders and the nature of service is
humanitarian, compassion and needs-driven. The fundamental ethos of service informs the characteristics of the
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change plan, the leadership approach, and the investigation of causations impacting the program’s
effectiveness. Nadler and Tushman’s (1989) congruence model is used to evaluate the gaps between the current
and future state of the service program.
Chapter Two illustrates the use of leadership approaches in order to inform an authentic framework of
change underlined by genuine dialogue: candour, presentness, confirmation, inclusion and respect (Berkovich,
2014). Leadership is also viewed through a transformational lens, embracing facets of this leadership approach
that encourage empowerment and accountability in tandem, thus echoing the research of Leithwood & Jantzi
(2019). An alignment of the approach to the literature is comprehensively evaluated in order to anchor the POP
to the organizational context and the social constructivist methodology. Deszca et al.’s (2020) change path
model (CPM) functions as the structure used to outline and implement the change plan, while Deming’s (1993)
plan-do-study-act (PDSA) model is used to cyclically monitor and evaluate the change process. Solutions to the
POP are proposed based on the results of a thorough gap analysis. In conjunction with an ethics of care and
community (Woods & Hilton, 2012), the change process’s leadership approach and the structures for change
will be enacted to ensure diversity, equity and inclusion (DEI) are at the centre of change process. The four
solutions outlined provide a variety of strengths that are ultimately synthesized into a fifth hybrid option that
responds to the context, needs and practicalities of the organizational context. This involves the upskilling of
teachers and the development of a more comprehensive curriculum-based service program. This solution is
selected based on a cross evaluation of resources, gap merge potential, and target criteria that may address
factors impacting the implementation of service learning. The selected solution will leverage existing
professional development structures in addition to building competency in service learning supervisor
responsibilities through common language developed through IB linked inquiry (Kaye, 2014) and change agent
mobilization (Katz, 2018).
Chapter Three outlines a two year plan through which the change process will be enacted. The
implementation of the professional learning communities (PLCs) empowered by collective, empowered voices
through the service learning implementation team (SLIT) are articulated. The communication for change is
explained, along with the methods through which the voices of stakeholders can be galvanized in order to effect
change through shared ownership. A monitoring and evaluation plan is communicated through Deszca et al.’s
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(2020) CPM over two years, separating the awakening and mobilization phases into the first year and
transitioning acceleration and eventual institutionalization in the second year. The timeline is monitored with
the PDSA (Deming, 1993) cycle and communicated with forethought and ethical considerations using Beatty
(2015) and Lewis’s (2019) communication models. The combination of cyclical, ongoing communication
constructs with informed mediums of communication that have the greatest impact on stakeholder groups is
key, leveraging both informal and formal mediums. A collectivist approach informs the change monitoring
process. The school’s existing systems and leadership frameworks are considered throughout the
communication and monitoring processes in order to capitalize on and align with trust agency as a means of
accelerating the change process. Two-way communication methods that are interactive and engage stakeholders
are prioritized. The DEI lens is continually considered as an integral component of the change process,
encompassing the ethical dimensions of the service program itself. It aligns itself with authentic leadership,
which requires purpose, courage and commitment (Duignon, 2020) that is founded on values (Quick & Platt,
2015).
The OIP’s consideration of next steps and future considerations then determines how the change
process will be further institutionalized and notes important challenges and/or pivots that require recognition.
These include the celebration of highlights and strengths that have resulted from success in the service
program, followed by alternative perspectives and a variety of approaches that create a rich tapestry of
interpretation of the service learning goals. Next, an alignment with strategic goals and priorities is required by
juxtaposing the dynamic strategic plan and determining the extent to which service and community relations
connections have been fulfilled. In addition, staff empowerment and upskilling should be tailored based on the
needs and demands of the local and surrounding community. The surrounding community should then be a
focus for expanded service opportunities, including language development opportunities. Finally, further
growth of the service program considering resources beyond the IB’s recommendations is encouraged in order
to diversify and enrich the real-world connections and experiences fostered by the service learning program.

vi
Acknowledgments
Support throughout my doctoral program came from a multitude of people. I am grateful for their
support, humour and kindness.
It is important to start with my friends and colleagues here in my host country. Living and working
internationally can be a challenging experience but the ongoing support from people who hail from all over the
world has been powerful. I am grateful for your kindness, especially during a pandemic that certainly
challenged my grit and resilience. Thank you.
I am likewise appreciative of my international cohort. It has been a privilege to learn with and from you
these past few years. I feel humbled by your collective wisdom, experience and advice. Thank you for leading,
guiding and supporting.
I would also like to acknowledge the many hours of debate, discussion and pontification that my family
encouraged over the years. Building the confidence within myself to reach further and dream bigger by
rhetorically dueling with injustice has been a staple of my life with you all. I have no question that those
experiences have given me the courage to challenge myself with this project. Merci/tusand tak.

vii
Table of Contents
Abstract................................................................................................................................................................... ii
Executive Summary............................................................................................................................................... iii
Acknowledgments ................................................................................................................................................. vi
List of Figures........................................................................................................................................................ xi
List of Tables ........................................................................................................................................................ xii
List of Acronyms ................................................................................................................................................. xiii
Glossary of Terms ............................................................................................................................................... xiv
Chapter One: Introduction and Problem................................................................................................................. 1
Organizational Context ........................................................................................................................................... 1
Host Country’s Context .......................................................................................................................................... 2
Strategic Plan and the Impetus for Change ............................................................................................... 5
Organizational History .............................................................................................................................. 5
Leadership Position and Lens Statement ................................................................................................................ 6
Driving Organization and Theoretical Leadership Frameworks ............................................................... 6
Positionality, Agency & Leadership Lens ................................................................................................. 8
Alignment Rationale .................................................................................................................................. 9
Leadership Problem of Practice ............................................................................................................................ 13
Framing the Problem of Practice .......................................................................................................................... 15
Historical Overview................................................................................................................................. 15
Key Organizational Theories & Leadership ............................................................................................ 16
Key Literature and Theory ...................................................................................................................... 17

viii
Political Context ...................................................................................................................................... 19
Economic Context ................................................................................................................................... 20
Social Context ......................................................................................................................................... 20
Technological Context............................................................................................................................. 20
Environmental Context............................................................................................................................ 21
Legal Context .......................................................................................................................................... 21
Informative Data ...................................................................................................................................... 22
Social Justice Context.............................................................................................................................. 22
Organizational Theories, Models and Frameworks................................................................................. 24
Change Path Model ................................................................................................................................. 25
Guiding Questions ................................................................................................................................... 25
Leadership Focused Vision for Change................................................................................................................ 26
Organizational Change Readiness ........................................................................................................................ 27
Change Constraints.................................................................................................................................. 28
Internal and External Forces Shaping Change ........................................................................................ 28
Chapter One Conclusion....................................................................................................................................... 29
Chapter Two: Planning and Development............................................................................................................ 31
Leadership Approaches to Change ....................................................................................................................... 31
Reflexivity ............................................................................................................................................... 34
Framework for Leading the Change ..................................................................................................................... 35
The Awakening Phase ............................................................................................................................. 39
The Mobilization Phase ........................................................................................................................... 40

ix
The Acceleration Phase ........................................................................................................................... 41
The Institutionalization Phase ................................................................................................................. 42
Critical Organizational Analysis .......................................................................................................................... 43
MRS: What to Change............................................................................................................................. 43
Gap Analysis ........................................................................................................................................... 45
Solutions to Address the Problem of Practice ...................................................................................................... 53
Solution One: Staff Monitoring of Service Projects................................................................................ 54
Solution Two: Professional Development For Staff ............................................................................... 56
Solution Three: Whole School Policy Development............................................................................... 59
Solution Four: Improve Curriculum Service Projects ............................................................................. 62
Summary and Evaluation ........................................................................................................................ 64
Leadership Ethics, Equity and Social Justice ....................................................................................................... 65
Ethical Considerations ............................................................................................................................. 66
Ethical Challenges ................................................................................................................................... 67
Ethical Responsibilities and Commitments ............................................................................................. 67
Chapter Two Conclusion ...................................................................................................................................... 68
Chapter Three: Implementation, Evaluation and Communication ....................................................................... 70
Implementation of the Change Plan at MRS ........................................................................................... 71
Engaging and Empowering Stakeholders................................................................................................ 72
Benefits for the Organizational Actors .................................................................................................... 74
Short, Medium, and Long Term Aims .................................................................................................... 77
Change Agent Reactions ......................................................................................................................... 78

x
Potential Implementation Issues .............................................................................................................. 78
Limitations, Challenges and Priorities .................................................................................................... 80
Required Supports and Resources for Change ........................................................................................ 81
Change Process Monitoring and Evaluation ........................................................................................................ 83
The PDSA Model/Cycle .......................................................................................................................... 84
Evaluation Questions ............................................................................................................................... 85
Monitoring and Evaluation Plan .............................................................................................................. 86
Plan to Communicate the Need for Change and the Change Process .................................................................. 92
Communication Models .......................................................................................................................... 93
Communication Plan ............................................................................................................................... 95
Launching of Vision, Mission, and Change Plan Goals .......................................................................... 97
Curriculum Design Foci for Service learning Development ................................................................... 98
PD Development Via SLIT and Curriculum Leaders ........................................................................... 100
Community Service Connections and Development With Host Country ............................................. 100
Chapter Three Conclusion .................................................................................................................................. 101
Next Steps and Future Considerations................................................................................................................ 101
Narrative Epilogue.............................................................................................................................................. 104
References .......................................................................................................................................................... 105
Appendix ............................................................................................................................................................ 124

xi
List of Figures

Figure 1: Network of influence of the service learning policy at MRS ................................................................ 3
Figure 2: The IB Middle Years Programme ....................................................................................................... 16
Figure 3: Organizational Service Learning Culture and Experiences Improvement ................................ 18
Figure 4: MRS Change Path Model ........................................................................................................... 27 38
Figure 5: Gap Analysis at MRS ................................................................................................................... 4638
Figure 6: Formal Organizatioal Structure of MRS ........................................................................................ 48
Figure 7: Possible Solutions to Address the Problem of Practice: Analysis ............................................. 64
Figure 8: Change Implementation Plan Visual .............................................................................................. 76
Figure 9: MRS PDSA ........................................................................................................................................ 87
Figure 10: Evaluation and Monitoring Timeline .......................................................................................... 91
Figure 11: Beatty (2015) and Lewis (2019) Adapted Communication Cycle ........................................... 95

xii

List of Tables

Table 1: Congruence Model and Dimensions of Change – Solution 1 ................................................. 54
Table 2: Congruence Model and Dimensions of Change – Solution 2 ................................................ 57
Table 3: Congruence Model and Dimensions of Change – Solution 3 ................................................. 59
Table 4: Congruence Model and Dimensions of Change – Solution 4 ................................................ 62
Table 5: Resources Required to Effectively Implement Service Learning at MRS.............................. 81
Table 6: Alignment of Guiding Questions with Monitoring and Evaluation ........................................ 85
Table 7: Communication of Organizational Change Using Beatty (2015) and Lewis (2019) .............. 96

xiii

List of Acronyms
ATLs (Approaches to Learning)
CIS (Council of International Schools)
HCGIS (Host Country Group of International Schools - partial pseudonym acronym)
IB (International Baccalaureate)
KMb (Knowledge Mobilization)
MRS (Mountain Ridge School)
MYP (Middle Years Program)
NEASC (New England Association of Schools Council)
OIP (Organizational Improvement Plan)
PDSA (Plan-Do-Study-Act)
PESTLE (Political Economic Social Technological Legal and Environmental Factors)PD (Professional
Development)
PLC (Professional Learning Community)
PLT (Professional Learning Team)
POP (Problem of Practice)
SELT (Senior Educational Leadership Team) SLIT (Service Learning Implementation Team)
VAD (Value Added Data)
VAM (Value Added Models)

xiv
Glossary of Terms
Authenticity in leadership: Developed through eight interrelated components that ultimately create a
transparent leader who acts on ethics and principles aligned to his or her values and judgments. These eight
components are: self-exposure, open-mindedness, empathy, care, respect, critical thinking, contact, and
mutuality (Berkovich, 2014).
Community: the teachers, parents, students, school leaders and local/surrounding stakeholders and the
interrelated relationships that exist between them.
Expatriate: a person living outside of their ‘home’ or native country of birth origin.
Dialogic Pedagogy: When Dialogue connects individuals with one another and facilitates the fostering of
experiences of authenticity (Berkovich, 2014).
Non-profit school: the majority of funds spent to attend the school (tuition) are channelled towards enriching
the educational experience of students. Legal specifications limit financial turnover each year for the featured
school based on the host country’s parameters and requirements.
Reflexivity: applying inward reflection through introspection and objectivity as a leader (Lyubovnikova et al.,
2017).
Service Learning: Within the International Baccalaureate program learners strive to be caring members of the
community who demonstrate a commitment to service—making a positive difference to the lives of others, to
the environment and to their community (IBO, 2022).
Service Learning Cycle: characterized by the use of investigation, planning, action and reflection. It guides the
curriculum and independent service projects responding to community needs.
Transformational Leadership: Emphasizes relationships and values in order to build capacity and a collective
unification of stakeholders/followers. Rejects previous iterations of transformational leadership that rely on
characteristics or trait.
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Chapter One: Introduction and Problem
This Organizational Improvement Plan’s (OIP) intention is to improve the service learning
program at Mountain Ridge School (MRS), with a focus on teacher training, curriculum design, and
community partnerships to encourage positive growth in its students (Lakin & Mahoney, 2006). Chapter
One outlines the nature of service learning as an integral aspect of the International Baccalaureate’s (IB’s)
Middle Years Programme. Building authentic opportunities for students to participate in service learning
is critical to a holistic IB education and benefits the community of learning (Kaye, 2014). Evaluating
service learning and how improvements to the program can benefit students aligns with the mission and
vision of the school, as well as the ethos of the IB’s curriculum framework. Mountain Ridge’s improved
commitment to service learning is aligned to the service coordinator’s professional goals, which
emphasize an improvedconnection to community partnerships, improved training for teachers and the
improved quality of service projects.
Chapter One will evaluate MRS’s organizational context, validate the leadership position and lens
of the change agents and clarify the problem of practice. It will essentially describe this OIP’s value to the
organization, which is to enhance students’ education in the International Baccalaureate. Service
learning’s life long benefits to the learner are well-documented from a holistic developmental lens of the
child’s identity (Finkenauer et al., 2002), to a community based, collaborative, life-long advantage of
contributing to community sustainability (Li et. al., 2018). Thus, enriching the authenticity, effectiveness,
and overall quality of service learning at Mountain Ridge School will significantly enrich the quality of
education and the school culture (Detert et al., 2000; Eyler & Dwight, 1999). Guiding questions that
support the change model and a leadership focused vision are then articulated. Finally, preparing the
organization for change is assessed. This OIP will begin outlining MRS’s nuanced organizational context.
Organizational Context
MRS is an international English-speaking non-profit private day school located in a Frenchspeaking region of the host country and uses the International Baccalaureate (IB) curriculum. It fulfills
the criteria of an international school in a European context, catering to developing internationally-
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minded students, drawing upon an international curriculum and catering to an international expatriate
clientele (Hayden, 2006). The school runs the full IB curriculum program from reception 3 up to Year 13.
Within the IB’s philosophy in each of the curriculum levels, students are required to engage in active
service learning. The IB’s service learning program endeavours to fulfill and guide the development of
character in students, including problem-solving, collaboration, perseverance, global awareness, decisionmaking and initiative (IB, 2014). MRS’s enrollment is approximately 920 students, 67% of which are
enrolled in the secondary school. MRS’s secondary school is composed of students aged 11-18 in years
7-13. The service learning program is carried out through both student-led and curriculum-embedded
projects in years 7-11, which comprises the Middle Years Program (MYP) of the IB. Students are
currently required to complete one service project per year through the curriculum and one service
activity that is of their choosing and design outside of classwork inthe MYP. Service learning is unique to
IB schools worldwide and at MRS, the host country’s context is important to understand some of the
challenges affecting its implementation.
Host Country’s Context
The host country’s insular nature both within Europe and within the state/provincial and local
communities make the service learning program a challenge for students and staff. It also makes practical
life skills development a high priority for development and inclusion, as students attending the school do
not have access to developing these skills through opportunities such as part-time jobs or significant
volunteerism. The expatriate community can also be quite isolated from local schools and organizations
(Hayden, 2006). Thus the service learning coordinators in each program (PYP, MYP, DP) are being
tasked with increasing community engagement.
Students attending the school pay a tuition fee that is either company sponsored based on a
parent’s employer contribution or are classified as ‘self-pay’. The school is committed to the ethos of
the Host Country Group of International Schools (HCGIS - partially anonymized), a non-profit
organization that emphasizes the importance of schools that build creative, community based
students who are prepared to make an impact on their world (HCGIS, 2021). Its project related to

3
improving service learning is anchored on its commitment to this organization’s principles, its
mission and its vision. The school has summarized the project through a directive initiative of
helping students feel invested and empowered to have an impacton the world in which they live
through service (Operational and Strategic Plan, 2019-2020). The political autonomy that is afforded
to the provincial-style educational governing body gives autonomy to international schools. The high
socio-economic context of the host country affords a high quality of living and a concentration of
international schools that cater to the highincome status of many expatriate families (Mackenzie,
2010). The motivation for students to attend schools in the host country is often motivated by the
desire for an English-language education, contributing to the oft-critiqued isolationist natures of
international schools that offer the IB, a common go-to for expatriate families (Hill, 2002). This
context is particularly relevant in MRS and is a contributing social and political factor that is
influencing the gap between local partnerships. An evaluation of the issues affecting this gap follows.
Evaluating Issues
Evaluating the issues with service learning at the focus school begins with the lack of policy
surrounding service learning and its previous omission from the staff appraisal process. It is limited
to the following two policies that focus on the care for others through local communityengagement
and service learning in order to gain insight into social and economic issues (Handbook, 2019). In
addition, service learning programs face obstacles of local integration and authentic globallyminded inquiry in IBO schools worldwide (Lillo, 2016). The relationship and connections between
staff, students and community is complex and impacted bya combination of factors. Figure 1
illustrates the relationship between stakeholders and gives an objective overview of the connections,
titles and processes currently in place at MRS.
Figure 1
Network of influence of the service learning policy at MRS (Wallace, 2020)
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The grey arrows indicate the current relationships and responsibilities between staff and
students within MRS. The coordinator’s monitoring of the service learning process and the
accountability measures/actions that take place between each stakeholder group are labelled as either
feedback, observations, reflections or influence. Contextualizing the relationship between the
internal stakeholders is key when evaluating organizational change, particularly when reviewing
factors associated with initiation (Fullan, 2016). Program clarity and quality are best evaluated when
the relationship of the primary change agents is contextualized, particularly in order to develop longlasting change implementation plans that recognize that there is a paradox and tension between
capacity-building and the constraints and demands downloaded on change agents (Hatch, 2000).
Schools thus need to have a strong understanding of their approach to change by evaluating
leadership relationship networks within the organization. These leadership relationship networks are
affected by the strategic plan that informs direction for the school. The motivation for change comes
from understanding the nature of the impetus for change as a consequence of this strategic plan.
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Strategic Plan and the Impetus for Change
In 2019 the Senior Education Leadership Team (SELT) in the secondary school updated its
strategic plan to articulate a directive to improve service learning (MRS, 2019). One goal of the
strategic plan relates to community partnerships and the improvement of service learning guidance
by staff. It emphasizes the need to improve the empowerment of young people throughservice and
action in the greater community (MRS’s Operational Plan, 2019). The positionality of the power
dynamic between the school and community should be evaluated and levelled (Auerbach, 2012).
SELT identified that the service program was developing but required significant improvements to
be made based on accreditation data from NEASC (2016; 2020), CIS (2016; 2020) and the IB
(2016; 2018). The breakdown for targeted improvement of this mandate is the incentive for this
OIP; it encourages the need to develop, expand, and clarifypolicy surrounding its purpose (Detert
et al., 2000) through upskilling teachers and connecting more with the local community to enrich
school culture via collaborative inquiring and continual improvement (Hanney et al., 2018). It is
important to recognize the organization’s history in conjunction with the current cultural
organization’s history.
Organizational History
MRS has existed in the host country since 1962. It caters largely to expatriate families, with
a small complement of local students attending. It has undergone growth and curriculum changes,
resulting in a new campus in 2005, followed by a campus expansion in 2015. The population of the
school tripled during that time frame, resulting in new challenges with management structures,
curriculum development, facilities management, hierarchical structure and the layout of the school’s
year groups. Service learning is contingent on internal (school-based) and external community
partnerships that help shape purpose, manage agency and ensurepractical understanding
(Hatzikonstantis & Kolympari, 2016). Students come from over sixty different nationalities
worldwide, with only a small percentage coming from the host country. Student tuition is paid by a

6
combination of families with corporate sponsorship afforded by employment agreements for
international hires and self-paying families who pay for the cost of tuition themselves.
Leadership Position and Lens Statement
MRS has transitioned from a traditional hierarchical administration using a combination of
authoritarian and democratic leadership to more of a distributed and transformational model. Its
leadership ethos emphasizes collective voice. The driving organizational and theoretical frameworks
outlined below complement an authentic and transformational leadership approach that emphasizes
collective voice.
Driving Organization and Theoretical Leadership Frameworks
The contradiction in the intention to create transformational leadership models through
traditional hierarchical structures has been an ongoing challenge, a common issue for many schools
world-wide (Hatcher, 2005). The current director models personal growth through transparency
actions, which aligns with transformation through collective action informed by stakeholder input
(Leithwood & Jantzi, 2005).
The SELT highlights the economic, social and ethical realities of the school through
forums, weekly meetings, annual updates, newsletters, emails, strategic plan tracking boards (posted
in the staffroom on each campus) and ongoing distribution through the professional network at the
school. SELT complies with agreed ethics and principles of respect when enacting policy changes
and carry these over to the board that governs the school and the staff they oversee.
MRS seeks feedback from staff using survey methods, open forums and leadership
performance and appraisal surveys, which help build a culture of acceptable transformation and
transparency leadership principles. This leadership model informs and complements an emphasis on
emotions and values that encouragecapacity development and encourage buy-in/commitment to the
school’s goals (Leithwood, 2009).
In order to expand and improve its community partnerships, MRS must commit to a
transformation model that develops insight, design a blueprint for change based on collective
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input, build capability in staff and maximize performance potential (Rowland & Higgs, 2008).
The school is focused on building community partnerships by empowering the coordination of
service through an MYP service coordinator who will manage, empower, support and monitor
service curriculum development. The coordinator is also tasked with building community
partnerships for service, a challenging task that involves overcoming socio-economic, cultural
and logistic challenges inherent in IB service programs (Lillo, 2016).
Collaboration is required to transform school program cultures in an authentic way.
Schleicher (2015) emphasizes that collaborative cultures are defined by mutual support, which is
central to MRS’s existing school cultural context surrounding previous change initiatives.
Schleicher connects the dots between learning networks, coherence, innovation and collaboration,
emphasizing observations of the facets of authentic and transformational leadership that are
important; the emphasis here is on recognizing the dynamic relationship between the inextricable
links that education, leadership and the wider social context have (Shields, 2010). The host
country’s social/cultural context is an important factor to evaluate in its context; it may be a
symptom/cause of some of the disconnects and challenges associated with service learning,
particularly language barriers and the perception ofmartyrdom expatriate biases that threaten
ethical and cultural trust paradigms.
The importance of a school’s cultural change model being influenced by community
connections is supported by research that emphasizes the importance of their programs, policies and
practice being challenged and nurtured by an external infrastructure and partnership (Fullan, 2000), as
well as meeting the right drivers that align intrinsic motivation, instructional improvement, teamwork
and ‘allness’ (Fullan, 2016). By evaluating the relationship between community and school, this OIP
evaluates thesuccess of the service learning program to ensure service experiences meet actual
community needs, are coordinated in collaboration with school and community, and that they
encourage the development of a sense of caring of others (Kessinger, 2010). This is enhanced by
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focusing the gap analysis with informed, transparent design that offers a clear timeline, stakeholder
input, purpose-driven communication and systematic opportunities for needs-based professional
development.
The resources in the institution include the coordinators of service learning who are change
initiators and agents (Deszca, 2020). Resources also include: the list of local organizations and the
programs for organizing and documenting service learning; time allocated to homeroom periods for
documenting service activities; and professional development allotments for staff. From this point,
understanding the positionality and agency of the service coordinator is relevant.
Positionality, Agency & Leadership Lens
The service coordinator’s role is to assist with the design, facilitation, and implementation
of the service learning curriculum and projects at MRS. Supporting teachers with service
implementation through promotion, implementation and support measures is the service
coordinator’s role (MRS, 2020). The coordinator has been given the mandate to maintain and
improve the service learning program. Coupled with the targets for improvement detailed in the
CIS, NEASC and IB reports (2015; 2018; 2020), the service coordinator is encouraged to continue
developing the program and address the gap between the current and future/desired contexts.
As the service learning coordinator, I assume a middle leadership role involving
incremental change, internal alignment and coherent implementation (Deszca et al., 2020) of the
program. In addition, the reactive awareness within my role calls on senior leadership to create a
vision and motivate optimism in order to build a foundation for change. This encourages the
program’s outcomes to become more accessible through professional development and training that
is broken down based on the four components of service learning:investigation, preparation, action
and reflection (Kaye, 2014). This detailed, scaffolded support will be designed by collective
stakeholder input and ideally implemented throughout the school year using cyclical feedback
models to inform targets, support models and adaptations. Personal and social transformation are
made manifest through the service coordinator’s role (Meyers, 2009). The service coordinator is an
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ambassador for the pillars of service at MRS; s/he facilitates, monitors, and evaluates both
independent curriculum service opportunities in the school. PD is currently minimal but
information sessions are led by the service coordinator to provide some program guidance at the
beginning and end of academic terms for staff. Potential agency for the service coordinator
encourages opportunities for professional development leadership, appraisal-tied mentorship, and
curriculum development.
Currently, transparency models that leverage a social constructivist lens permit senior
management/leadership to monitor staff’s contributions to the service learning process in their
appraisal and staff performance assessment; it acknowledges some existing top down structures of
leadership but highlights features of authentic transformation models inspired through individual
consideration (Northouse, 2019). Exploring a problem of practice through this organizational
context requires a unique methodology that is aligned to its culture. A rationale for that alignment
follows.
Alignment Rationale
This OIP aligns with social constructivist theory (Vygotsky, 1978) and a transparency
model because it proposes a system change that builds on existing person-centered frameworks.
These frameworks compartmentalize impact on a ‘unit’ or service activity, the individuals within
that activity and the program overall. Change in MRS’s context requires change agents who
understand the complex nature of the interconnected aspects of the organization (Deszca et al.,
2020). Change surrounding people within the organization whose change aligns with a serious
personal and collective experience is characterized by aspects of uncertainty (Fullan, 2016). This is
true of MRS. The interconnected nature of service learning demands a team-based, transformational
approach. It is paramount in community partnership program congruence to include teachers in
ongoing open dialogue and provide opportunities for them to function as active change agents
(Wood, 2017). Because the nature of service learning is communal and led by staff, open dialogue
to promote change is essential. The service coordinator is in a position to collaborate naturally with
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staff and engage in change through a self-reflexivity model. This is a measure used to evaluate team
approaches and demonstrates the cognitive strength of leaders (Cotter-Lockard & Gardner, 2018).
The ability to engage in self-reflexivity and imaginal mental travel creates a conceptual
identity that has long-term endurance as a form of cultural capital; it builds capacity ins staff
(Albert, Ashforth, & Dutton, 2000). Pre-existing established frameworks of leadership in the school
based on self-reflexivity, a positive relationship with transparency and authentic representations of
the current status quo can be used to effect change. Where we are, where we are going and how we
are going to get there permeate the initiatives of curriculum and school culture at MRS. Thus,
authentic leadership frameworks that encourage open dialogue align with the school’s vision for an
engaged, dynamic community (MRS, 2019). This encapsulates the characteristics of a social
constructivist model.
Social Constructivist Model
Using a social constructivist model (Vygotsky, 1978) that encourages transformational and
authentic leadership styles fits the methodology and the intended change approach researched.
Slavich & Zimbardo (2012) emphasizes the importance of social constructivist theory and its
alignment with transformational leadership by emphasizing social contexts, social meaning and
social problem solving as interactive change agent relationships. These relationships form
narratives from which mentorship and learning rely on one another (see Appendix A). Stakeholders’
needs form the core of the transformation process and emphasize interactive community dynamics.
This aligns with the PESTLE factors evaluated from a transformation lens. Context, environment,
social and cultural factors are considered in how they inform and shape meaning (Bruner & Haste,
2010). MRS has existing transformational models that emphasize the importance of authenticity by
gathering stakeholder voices to effect and inform change; this offers opportunities for open
discussion that build professional cultures (Frost, 2012).
These models are evident in the leadership structure of the school and the professional
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development system. This system emphasizes a mobilization of buy-in by giving voice to teachers,
a model that is synonymous with the transformational/authenticity models outlined by Hatcher
(2010); there is a focus on the use of reflexivity (Harter, 2002) to look at the needs of the
community in combination with a transformational lens that centers on human experience. This
emphasizes the importance of moving from theory into a realistic, actionable leadership approach.
From Model to Leadership Approach
Bradley (2013) emphasizes the need to provide time for change to take place, particularly in
order to collect Value-Added Data (VAD) through a Value-Added Model (VAM) that implements
system changes. VAD and VAM foci from a transformational lens emphasize transformational
models that align with coherence incentives. This empowers the collection of data that can inform
growth and transformation. Bradley’s (2013) transformation model should be tempered by
innovation methods that are less authoritarian and emphasize qualitative data collection from an
authentic lens. Wernsing (2017) purports that authentic leadership starts with strong self-awareness
of the leader in order to lead transformation; she argues the incorporation of introspection, selfreflection and feedback (Wernsing, 2017). The coordinator is positioned to best enact change
through the formal existing structures in the school by engaging equally in the transformation
process through transparent, authentic reflective commentary on the change process; this is
faciliated throughout the congruence model’s feedback, which encourages self-exposure (Ladkin &
Taylor, 2010).
Role in the Change Process
The service coordinator’s role as a change agent in the transformation process will involve
the monitoring, implementation and evaluation of service learning with accountability reports to
his line manager and the school community. This approach will use the change model theory’s
actionable evidence to communicate progress through authentic, ethical communication that fosters
accountability through empathy, sensitivity (Zhur et al., 2011). The facilitation of community
partnerships through ongoing networking opportunities is required in order to meet community
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needs, both within and outside of the school. Authentic leadership models that apply
transformational methods have historically been a challenge in IB schools (Lillo, 2016). That is,
applying the IB’s service curriculum/theory to practice and monitoring and leading it is a challenge
recognized worldwide. The situational leadership model that Northouse (2019) differentiates
between supporting and coaching can be used to overcome this obstacle from a transformational
lens. The shift from the current model, which involves some support and low direction, to a greater
emphasis on high direction and high supportive behaviour (Bass, 1993) mirrors the transformation
model used by other action changes in MRS’s current school context. The service coordinator will
encourage a non-hierarchical network of learning that complements a social constructivist
framework (Hatcher, 2005), leverages change through individual transformational methods
contexts, and aligns the monitoring, support and training of teachers with authentic transparency
models for growth. This emphasizes the trifecta model for change agent implementation of service
learning evaluated by Martin & Perry (2016), highlighting the need for modelled informal learning
of service, student autonomy, and appropriate structures. They support a growth model that is
flexible and responds to student and teacher needs (Celio et al., 2011). In essence, this is authentic
leadership.
Authentic Leadership in Context
Authenticity is a leadership framework to address the gap analysis and to monitor
accountability for change. This leadership approach and the actualization of the program essentially
reinforce the ethos of authentic leadership. The intrinsic and extrinsic motivations noted by George
et al. (2018) can be balanced by distributed models that remove the ego and encourage collective
ownership in order to transform the program. Again, mutual support models are key here to
leverage change through action-based initiatives informed by stakeholder input (Schleicker, 2015).
Connecting the dots between learning networks, coherence, innovation, and collaboration builds a
vision for change that is openly shared with the greater community. This builds on the facets of
leadership that are important. By evaluating the relationship between community and school
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through service learning we are authentically engaging in evaluating the POP in context in order to
frame the possible causes beyond the classroom. While democratic leadership can work well here,
an accountability-based ethos that is afforded with authentic transformational leadership functions
as a stronger fit. That is, the emphasis is on feedback and taking it on board in order to transform
the program based on the agents of change (George et al., 2017). The nature of these feedback
loops is detailed and rationalized in the following section.
Authentic Feedback Loops
Further to engaging in feedback that is open and transparent to effect change, the coordinator
will avoid disconnecting feedback and compartmentalizing it as an armor to placate the masses, a
feature more typical of authoritative or managerial models of school governance; rather, the need
for vulnerability encourages connection, purpose and engagement (Brown, 2018). Measuring the
success of the service learning program to ensure service experiences meet actual community needs,
are coordinated in collaboration with school and community, and help foster the development of a
sense of caring for others (Kessinger, 2010) is key. Evaluating the problem of practice through an
authenticity lens and a transformational leadership action process couples for the ideal combination.
It recognizes the current social and political constructs that guide MRS’s past and current change
initiatives. It also mirrors the spirit of service learning and a social constructivist, person centered
approach. From this junction, an articulation of this OIPs problem of practice will be articulated.
Leadership Problem of Practice
The problem of practice that will be assessed is the inconsistent implementation of the
IB’s MYP service learning program at Mountain Ridge School. Service coordinators in
partnership with the school leadership team face the challenge of integrating service learning in
the curriculum and also offering students the opportunity to initiate service learning independently
in the community, while simultaneously motivating staff to supervise these initiatives through
effective structures (Martin & Perry, 2016). The effectiveness of the IB service program was
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identified as an area of growth in 2016, 2020 and 2022 because of a joint accreditation visit report
from the International Baccalaureate (IB), the Council of International Schools (CIS) and the New
England Association of Schools Council (NEASC). This report identified that service learning
requires improvement to align with the school’s mission and vision for community partnerships and
that its implementation is inconsistent, requiring alignment.
A misalignment exists between academic curriculum, student service initiatives, and
approaches to learning (ATLs) skill application. These areas have been previously underlined as
fundamental in complementing effective service learning projects (Satterfield, 2007). Community
connections were reviewed as underdeveloped and in need of authentic restructuring in order to design
consistent opportunities for service. These opportunities must show evidence of the entire service cycle
from investigation, to planning, to action and, finally, to reflection (CIS/NEASC Report, 2016). Service
learning’s benefits, when properly distributed and developed, are far reaching for the student, the
community, and the school/institution. They include the development of altruism and an awareness of
community needs that enhance self-awareness and a sense of purpose (Billig, Root, & Jesse, 2005).
Service learning’s development and improvement are contingent on an improvement in
training teachers for service learning leadership (Eyler, 1999; Kaye, 2104) and building partnerships in
the community that can afford opportunities for teachers to lead service in meaningful ways (Eyler,
1997). The importance of building reciprocity and unity in community partnerships comes from its ability
to instill purpose and relevance in learning beyond the classroom (Boyle-Baise, 2005). Symptoms of
inauthenticity in the service program include incomplete vertical and horizontal planning of the
curriculum service program, an inconsistent participation of the staff’s supervision of service learning in
the school and difficulties with community relationships in service learning (IB, 2014). Short termism
(Duignan, 2020) attempts to amend the program with checklist models and previous temporary focus
groups have led to a lack of buy-in from staff and students. This erodes trust and subverts the intention of
a one team approach (Duignan, 2020). There is little leveraging of proven methods that motivate teacher
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buy-in for service supervision; core competency complement research and student civic responsibility
benefits are omitted (Garcia, 2004). How then can the principles of the IB’s service learning program be
authentically implemented at MRS? A clear framing of the problem is first needed.
Framing the Problem of Practice
The change vision is to create a service learning program that is consistently implemented with
a coherent understanding of staff and a strong community partnership that allows for service learning to
take place authentically. SELT have highlighted the target of improvement for MRS based on
accreditation report data from NEASC, CIS and the IB. These accreditation bodies emphasize a need to
improve global understandings associated with project and service based learning, as well as a a desire to
encourage staff to model and support service learning effectively (CIS/NEASC internal report, 2016;
2020; 2022). A clear overview of service learning as a key curriculum component at MRS are important.
An overview of service learning from a historical context within MRS’s culture follows.
Historical Overview
The nature of service learning is highly relationship-centred. Cress et al. (2013) emphasize that
learning through service can be evaluated through the educational dynamic of learning and change, a
model that emphasizes the assets, needs and interests of students, faculty and community.
Figure 2
The IB Middle Years Programme (IB, 2020)
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MRS’s service program has recognized that service is an important component of the IB’s Middle
Years Programme’s core learning principles (see Figure 2). Action, service and community projects are a
part of the curriculum design at the school, which offers opportunities for service learning.
An existing service fair program encourages students to celebrate and investigate service
opportunities, important aspects of the service learning cycle (Kaye, 2014). Within the service program at
MRS, an internal committee of teachers and school leaders have designed five pillars of service that
frame internal and external opportunities for student engagement: environmental stewardship, action for
social justice and equality, preparedness to serve, local partnerships and global connections (MRS,
student guidebook for service learning, 2021).
Internal evaluations of service learning program objectives using CIS, NEASC and IB evaluation
data inform the need for growth and improvement. In particular, the overlapping targets that stem from
the student guidebook for service learning and these reports include: showing long-term commitment to
service; involving authentic links to what is taught in subject classes; and following a cycle of inquiry
including investigation, planning, action and reflection (MRS student guidebook for service learning,
2021; CIS/NEASC/IB Accreditation Report, 2016; 2021). Satterfield (2007) cites a widespread challenge
with implementing service learning due to the fragmented disconnect of the initiatives, a lack of
development between curriculum outcomes and service possibilities, a lack of training and support for
teachers, and insufficient time to effectively implement the service cycle. The school’s focus on service
learning as an area of improvement has been highlighted as a component of the five-year strategic plan
(MRS, Strategic Plan, 2020), which was devised based on a combination of the accreditation data and
community surveys. Navigating this context for growth using key organizational theories to inform
intervention is important. An analysis of these theories and leadership approaches is next evaluated.
Key Organizational Theories & Leadership
The design of service learning programs and their degree of success in schools is influenced by a
combination of factors. The first is the empowerment of change agents. Nicholas et al. (2019) frame the
sociopolitical development of youth and their empowerment through a multifactor process: education,
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interpersonal connections, and civil engagement. These lead to empowerment outcomes of political/social
efficacy, critical awareness and participatory behaviours (Nicholas et al., 2019). Youth engagement in the
process of service thus requires an education that is informed by staff who buy into the process. Garcia’s
(2004) study found that the primary change agent who had the most influence in an IB school’s success
for service learning integration was the service learning coordinator. The school’s transformational
approach will therefore need to empower the coordinator with change agency that aligns with a collective,
social constructivist approach. This approach should leverage transformation through systematic steps
that allow students and staff to be supported. These methods of support are founded in a sharing of power
or control and design that already exist within the school’s other change initiatives. A transference of
change models that see service through a learning centred leadership approach is key. This is because it
emphasizes the importance of stakeholders framed as collective agents of change who can act directly on
the evaluation data (Southworth, 2009). They can also inform its accuracy by articulating their
professional experience with service learning (Southworth, 2009). Additional literature and theory to
inform the evaluation of the gap analysis and understanding the nature of community partnerships
follows.
Key Literature and Theory
The multilayered nature of service learning and its partnerships in MRS, as well as the focus on
cultural buy-in emphasizes a fit to the social constructivist approach; its structure and ethos mirror the
belief in reflexivity affecting social actors underlies the merging relationship between family, school and
community (Steirian & Mocanu, 2016) . Authentic and transformational leadership paradigms
interconnect with this methodology due to an emphasis on the link between transparency with
vulnerability and the nature of collective input contributing to change (Luthans & Avolio, 2003; Ladkin &
Taylor, 2010). Through this theory, the experience and meaning of individuals is emphasized through
social actors who view society from a humanist lens (Riveros, 2021). A minimal/partially mixed method
data collection method is proposed, prioritizing qualitative data that is supported with quantitative data
(Briggs et al., 2012). Community-based projects are served well with a methodology that considers the
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complex relationships and their subjective, yet important human-centred realities, rather than more
clinical and removed ones. Thus the blueprint metaphor of a house that Grant & Osonloo (2014) mirrors a
subjective lens from which service experiences apply critical realism and interpretivism. This emphasizes
the perspectives, beliefs, attitudes and impact of actors functioning at MRS.
Milne’s (2018) service learning methodology employs a similar combination of methodology,
ontology, and epistemology through subjectivist data collection. Additionally, IB research and service
learning investigation work by Pourkos (2010) emphasizes the value of a mixed method approach when
evaluating service learning. This research approach will incorporate data collection through the use of
anecdotal survey work, existing program evaluations, and action research as an extension beyond the
change model. Participatory involvement in service learning highlights the dynamic nature of experiential
stories between the perspectives of school and community (Fullan, 2000). These stories or narratives form
the basis of a culture of a school or program, thus complementing a transformation process with
participants, rather than for them (Briggs et al., 2012). Figure 3 provides a visual summation of change
process from a conceptual viewpoint, encompassing a PESTLE analysis that evaluates the service
learning experiences and culture at MRS in order to address the POP.
Figure 3
Organizational Service Learning Culture and Experiences Improvement
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Note. Service learning culture and experiences interact and are interconnected from a social constructivist
lens leading to positive change and improvement.
The use of PESTLE to evaluate the service learning program and its stakeholders in order to
evaluate curriculum, community, and individual service projects is an interconnected, team constructed
process that benefits from an open dialogue model and will be viewed from a transformation/authentic
lens. PESTLE analysis of MRS begins with a consideration of the complex political context.
Political Context
Mountain Ridge School’s PESTLE analysis identifies political factors affecting community
relationships, largely based on cultural differences and the phenomenon of expatriate wealth bubbles
(Katz, 2011 & Pearse, 1994), which also affects teachers (Ledger, 2014) and is a product of language,
culture and economic differences, affecting community partnerships. The host country’s support for
independent private schools and its longstanding relationship with the International Baccalaureate lay a
foundation of political understanding in the region. However, the discord between global mindedness and
the power dynamics that affect authentic engagement in local community projects through the IB’s
principles is cited as a major political and economic barrier to service learning (Brown, 2020).
The local governing principles that impact the school’s management and curriculum design do
not directly influence the curriculum outcomes at private schools. Rather, the governing agency of the
International Baccalaureate’s curriculum mandate has more bearing on accountability measures,
leveraged by the OIPloma Programme’s examination results, accreditation reports and comparison
metrics between competing schools in the area, of which there are several offering the same curriculum.
Service learning is impacted by the political laws and mandates passed by the host country’s government,
most notably the restrictions and safety measures implemented due to the Covid-19 pandemic (Federal
Office of Public Health, CH, 2021). These restrictions have impeded the ability for community
partnerships with NGOs and public service buildings, such as retirement homes and soup kitchens.
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Economic Context
The non-profit status of MRS defines its governance model and has economic implications
associated with maintaining a non-profit status. Economic challenges are forecast for international
schools in the area in light of changing corporate agreements for sponsored/paid tuition by companies
throughout the host country. The school complies with the host country’s laws associated with
maintaining non-profit status (Jakub et al., 2009). These laws affect the availability of resources available
to budget for service learning programs and limit accumulated ‘savings’ models. The tuition cost of the
school affects the families that are able to attend, either through corporate sponsorship packages through
large local companies or through self-pay models.
Social Context
The school is an English-speaking school with the beginnings of a bilingual program in the
primary school. While French is an additional language taught in the secondary school, a lack of fluency
in this regional language has social implications that function as a significant barrier in developing local
partnerships with organizations. The expatriate ‘bubble’ that creates a culture within a culture has further
social implications that affect the authenticity and impact of service learning at the school. MRS’s social
branding and marketing of its image to local communities is attempting to build a ‘work together’
construct that can help foster a positive partnership model (Lester, 2011; White et al., 2008) in order to
pop this bubble. The competitive nature of local schools and the pressure to diversify the school’s
offerings and unique offerings has influenced the direction and navigation of the operational plan’s
development and direction also (MRS Operational Plan, 2015). A recognition of the structures of
inequality that inevitably affect the privileged nature of MRS’s private, non-profit status are critical, as
these affect the development of service projects and create invisible challenges for the largely expatriate
families (Wallace, 2018).
Technological Context
Technological factors place high demands on communication, marketing, innovation and
competition for international schools. MRS’s management of organizational change, coordination of the
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service learning program and development of professional development initiatives have largely relied on
Google Classroom, Google Suite (drive, documents, slides, etc.) and Managebac software. These
programs have benefits but also logistical drawbacks that affect communication between stakeholders in
service learning. SELT have approved a new data management system called VeraCross, which may
affect the communication of progress in all MYP course requirements, including service learning. A lack
of coherence between the learning platforms has been a challenge for staff. Tracking service learning
activities through student reflections on the Managebac software has been largely a routine process with a
lack of oversight. English (2008) posits this is a result of missing a balance between ground truth and
individual agency, which he argues are required to situate the change agent in the action of the subject of
change and to encourage that subject to also self-improve. Digital and social monitoring devices are
emerging within MRS but require further training and implementation to support change implementation
plans.
Environmental Context
Environmental factors outline green energy and the importance of environmental sustainability in
the host country and its significant commitment to all aspects of the OECD (2017) and environmental
sustainability, affecting school policies and offering opportunities for service. Environmental stewardship
is one of the five pillars of service learning at MRS and guides curriculum development and the general
values outlined on the school’s mission and vision document. Environmentalism directly informs the
investigation phase of service learning, particularly community clean-up initiatives, community garden
projects, and recycling programs (MRS student guide to service learning, 2021).
Legal Context
Legal factors limit and govern the degree of involvement and governing models for volunteerism
in community partnerships, as well as working restrictions for youth that impact and limit opportunities
for expatriate children, creating superficial connections that affect learning opportunities and create
superficial sub-cultures (Davies, 2006). These include child safeguarding protocols and procedures that
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guide community partnership agreements, as well as the presence of community representatives within
the school (MRS policy: Child protection and safeguarding, 2019).
Informative Data
Further to the aforementioned CIS/NEASC/IB accreditation data, an internal report drafted as a
response to the most recent self-study and community survey data stated that 91% of faculty and 93% of
students agree with the statement that Service learning is an area of focus which, though high, is still
below what we would like to see as a school community (MRS community survey narrative, 2020). In
addition, action point seven of this report points to the need to connect the pillars of service with
curriculum and community service projects and that this has been delayed due to Covid-19, making it a
continued area of growth (MRS, 2020). In addition, the 2021-2022 operational plan cites the need to
further strengthen the role of service learning to empower students to play an active and responsible role
in a multicultural world and have the opportunity to feel connected to the School’s host country (MRS
Operational plan, 2021). The action highlighted here is the catalyst for this change implementation plan:
to clarify and communicate age-appropriate service learning outcomes and expectations school-wide
(2021) and to broaden and deepen student and staff participation in service learning, stemming from and
alongside our curriculum. This data works in tandem with the observations of the service learning
coordinator to inform the gap analysis for this POP.
Social Justice Context
The social justice context of the POP is twofold. One aspect is that service learning is informed,
designed and actioned upon principles of social justice, supporting advocacy causes such as the Pride
Alliance advocacy group for LGBTQ+ students and allies, as well as environmental advocacy groups and
gender equality initiatives. The other aspect is that service learning is affected by the social justice aspects
that it explores and advocates for, resulting in tensions and experiences that inform the ethos of the
service learning coordinator and the staff supervisors that run service at MRS. Just as service learning
involves a recognition and exploration of social justice issues, the leadership model that implements
service learning necessitates bringing issues of power, privilege, and oppression, along with social

23
location, identity, and intersectionality to the front of leadership priorities (Chunoo, 2020). Through a
transformational model, this means the service coordinator, along with the teachers supervising service,
must use a social justice lens to guide and direct their engagement in the service learning cycle. Specific
theories and frameworks can therefore guide the change process of the OIP.
Social Justice Context
Because the nature of service learning affects multiple stakeholders it is important to consider the
perspective of these stakeholders in the OIP’s context for change. Change readiness is affected by the
nuanced nature of service learning and how it calls for stakeholders to engage in authentic explorations of
community needs. The pillars of service learning at MRS are in themselves guided by a social justice
lens. Stakeholder perspectives help to guide the implementation of the OIP for service learning in
multiple ways. It is helpful to frame social justice from a leadership lens and determine how it is affected
by potential shifts in the service learning culture. Capper & Young (2014) emphasize how inclusion,
identity intersection, student achievement emphasis, policy incoherence, and superhero martyrdom are
lenses from which to evaluate the social justice context. This helps frame an evaluation of the service
learning context at MRS.
First, teachers are affected by dimensions of social justice. Because the nature of service learning
is humanist and fundamentally centred on morals and values, the rollout of the OIP is affected by
dimensions of integration and inclusion. Ensuring an equitable understanding of service learning’s
community impact is critical in ensuring teacher voices are echoed in the rollout of the change process.
Differences in social justice perspectives affect the continuity of curriculum development. Most notably,
the nature of service learning being inclusive for all students in order to address issues of inclusion means
that service learning investigation PD training needs to be underlined by a social justice context. The
intersection of identities and differences (Caper & Young, 2014) must frame a narrative that encourages
achievement based on an active understanding of how buy in is affected by representation. Kaye’s (2014)
training touches on aspects of diversity in the service learning projects themselves but should also be
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expanded and informed to ensure that teachers are preparing for change readiness with social justice in
mind.
MRS’s dominant western narrative has previously omitted minority voices, as documented in
open forum discussions with the community and as evidenced in the diversity and equity component of
the NEASC/CIS/IB (2018;2022) accreditation visits. Internal data supports the need to communicate how
service learning can often expose assumptions of identity bias in the design process and that this can be
avoided with active ongoing professional conversations and training informed by the ethics officers. Bias
must therefore be unpacked with students as a recognition of limitations, rather than a shame based
narrative. Injustices that are addressed through service inevitably involve the community being exposed to
cultural narratives that run contrary to the mission, vision, ethics, and morals of the school. Strong
communication models are thus important in order to mitigate conflict and ensure that the change process
is informed by a comprehensive awareness of language, culture, identity, impact, and intention. Having
French as the language within the community that can affect interpretations of support, rehabilitation, and
charitable intention; these biases are unpacked with the intention of recognizing injustice,
marginalization, and disparity from an activist lens (Ryan & Tutors, 2017).
Ultimately, the same curriculum equity approach that is communicated through the strategic plan,
mission, and vision of MRS must be enforced through an understanding of complex diversity represented
in our community. Social justice should be at the forefront of service learning development but will need
explicit context highlighting in order to reinforce its relevance and presence as the change process
unfolds.
Organizational Theories, Models and Frameworks
Considering a cultural shift in service learning’s implementation requires a model that monitors
qualitative data, while also emphasizing the humanistic, social constructivist principles required to
implement a change. For this reason, the change path model will be used in conjunction with a
congruence approach. It considers the organizational culture and is both adaptive and time bound.
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Change Path Model
Deszca et al.’s (2020) change path model (CPM) will be used to facilitate change alongside
Quinn’s (2003) cultural change model throughout the process. Nadler & Tushman’s (1989) cultural
congruence approach complements the investigative/awakening stage by outlining the elements required
for the transformation process. Deszca et al. (2020) comment that the CPM works well for middlemanagement roles, such as the service coordinator position, as they leverage monitoring systems to track
set goals, empower stakeholders and cycle through feedback loops in the same methods illustrated by the
congruence model. Ensuring broad employee commitment to the change comes through ongoing
communication mediums to set the goal, communicate its intention based on collective voice and input. In
this way, the change path model illustrates the very skills and attitudes that are critical for
transformational leadership/teaching (Slavich & Zimbardo, 2012) and for authentic service learning. The
process emphasizes training, mentoring, time and dialogue in order to implement and direct change
management (Hargreaves, 2004).
Guiding Questions
The gap exists within the merit of the service learning program’s authenticity. Its inconsistent
adherence to the requirements of the IB, lack of involvement of all students and staff in the MYP,
inconsistent training and support for staff and limited community connections inform gap analysis
guiding questions to help direct the POP. Moving from the current to the desired cultural state requires a
guided analysis:
●

How can MRS improve its service learning program?

●

How can staff be supported to implement service learning?

●

In what ways is the service learning program present and impactful at MRS?

●

How is teacher buy-in affected by the service learning curriculum structure, training and culture?

●

How can service learning become sustainably impactful at MRS?

Internal data from MRS can be used to inform cultural change improvements for service learning. The
current buy in in staff can be assessed by considering existing internal qualitative based survey data that
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emphasizes individual perspectives. These perspectives will be validated and used to inform the
leadership focused vision for change.
Leadership Focused Vision for Change
Currently, the service learning is coordinated from a trust model that asks teachers to supervise
willing students but does not have consistent participation and/or monitoring, exacerbated by cultural
differences, conflict and misunderstandings (Raj & Wu, 2019). The role of the coordinator is rarely held
for more than one year by a member of staff, with four coordinators holding the role over the course of
six years. Challenges in consistency with oversight, along with a lack of monitoring and support methods
have led to a discord that is affected by power dynamics, the rigorous challenge of the demands on
teachers and students within the IB’s curriculum, and inconsistent buy in from staff. More
professionalism is needed surrounding service learning in order to develop partnerships, mentorship
models, guidance resources and authentic opportunities through professional development and managerial
restructuring (Frost, 2012).
In order to mirror the ethos and intention of the IB’s vision for service learning and address the
school’s areas of growth for community partnerships and the consistency of service learning projects,
Nadler & Tushman’s (1989) congruence model is to be employed; its intention is to build coherence and
identify and analyze the discord between the inputs (current state) and outputs (the future state). By
evaluating the PESTLE factors impacting the service program’s development and implementation the
organizational improvement plan will consider how a transformation towards a unified, coherent program
can ensure the program is visible, omnipresent and authentic (MRS, strategic plan, 2019). The future state
of the program is contingent on developing relationships founded on empathy that empower youth and
build community partnerships (Lakin & Mahoney, 2006). Research on active student involvement in
community work and its improvement outlines the need for coherence through the empowerment of staff
and students (Cotter-Lockard, 2018). Coherence in mentorship through training and modelling
emphasizes that the process of service is as important than the outcome and emphasizes purpose, cultural
connection, and self-development (Boyle-Baise, 2005). Removing limited engagement service projects
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and focusing on student voice enhances authentic engagement (Harris & Manatakis, 2013). An analysis of
how the current and future state of service at MRS using Nadler & Tushman’s (1989) model will evaluate
student voice and other aspects in order to inform the direction for organizational improvement. Change
readiness to prepare for the change process is the next component that will be considered.
Organizational Change Readiness
Data from the 2018 IB Accreditation Self-Study Report and the CIS/NEASC community survey
(2021) legitimize and support targets for the service learning program’s improvement. These results have
been shared with the staff and community, along with previous NEASC, CIS and IB reports. A
summation of these findings across these sources of data has been presented to staff, forming a catalyst
for change and informing the design of the strategic plan. The two main objectives of upskilling teacher
training and modeling of service learning (CIS/NEASC Joint Accreditation Report, 2015) and the
strengthening of community partnerships (IB Self-Study Report, 2018) have informed these targets for
staff. In moving forward with the OIP proposal, staff will be reminded of the contextual purpose prior to
providing stakeholder input through surveys. Communication will begin using the year-long professional
development/staff meeting calendar by advocating for scheduled and targeted training based on the gap
analysis.
This aligns with Bradley’s (2013) value-added data model, encouraging leaders to communicate
the benefit of a particular program to stakeholders in order to enhance buy-in. Targeted timeline
communication is essential in order to promote values in everyday practices that promote collective action
(Duignan, 2020). Trust is bolstered through transparent and frequent communication. Short and long-term
planning are modeled via yearly professional development goals that staff devise for themselves, as well
as the implementation of strategic goals for whole-school improvement. Surveys that harness voice
emphasize a transparent, celebratory and growth centered mindset. Identifying the holistic limitations and
constraints that can affect change is likewise important, as outlined in the following section.
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Change Constraints
Monitoring methods will consider Anderson’s 7 step stages of concern, which help anticipate
possible challenges that the change process may encounter (Anderson, 2010). The stages of concern will
be appropriated to inform the change monitoring process alongside the commitment chart monitoring and,
ultimately, the PDSA model (Deming, 1993). Change restraints also include embedded routines of a
school culture that stakeholders hold on to, which Zimmerman (2011) identifies as path dependencies. A
lack of accountability for service and its current model aligns with a tangible change constraint based on
redundant or ineffective path dependencies. Larsen & Lomi (2002) emphasize that the efficiency of
change is impacted by the feasibility and speed of the established change routines.
Additional constraints fall into the emotional and political aspects of Lewis’s (2019) change
model. Full voice (Sahay, 2017) for authentic, proactive, and meaningful feedback and monitoring of
progress by stakeholders. In order to avoid a faux voice constraint where venting and checkbox structures
dismiss complaints/feedback, these discussions for monitoring should be monitored and focused within
Lewis’s (2019) matrix (see communicating change) and the PDSA model. Internal and external forces
that affect faux voice and other aspects of the change process are thus important to consider.
Internal and External Forces Shaping Change
Quinn (2005) comments that the internal/external model posits a fundamental state of leadership
as being simultaneously inward directing and other focused . By transparently sharing the change model
with all stakeholders, this ethos can be actualized. The gap between the current and actualized state is
affected by a lack of focus in leadership motives and the need to create support systems/roles for teachers
(Penuel et al., 2009) in order to face challenges of new initiatives (Joyce & Showers, 2002). CIS/NEASC
accreditation report data (2022), alongside recent IB accreditation data (2022) indicate that a lack of
articulation of the service learning curriculum projects and policy directing its implementation are
significant areas for improvement. The service coordinator should frame their involvement in the change
process, not as passive observers, but rather as individuals who demonstrate self-awareness from their
involvement (Cotter-Lockard & Gardner, 2018). Service learning stems from a passion for community
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and George et al. (2010) comment on the importance of leaders using their life experiences and
observations to model change and remain authentic. This approach aligns with a social constructivist
methodology, encapsulates the ethos of service learning’s principle of investigation (Kaye, 2014),
emphasizes the importance of teachers training teachers through experience (Penuel et al., 2009) and
aligns with Beatty (2015) and Lewis’s (2019) communication of change frameworks through two-way
mediums that co-construct guidelines and leverage messengers (teachers, stakeholders).
Dimmock & Walker (2000) explore the relationship between the organizational structures of a
school and the community it is set in. This is central to an evaluation of service learning at MRS.
Dimmock & Walker emphasize the importance of collaboration and participation of school personnel in
direction and leadership of the school way the curriculum is implemented (Dimmock & Walker, 2000);
this is the interaction between local communities and the framework and relationships from which this
OIP surrounds. Fullan, Rincón-Gallardo & Hargreaves (2015) comment that both internal and external
accountability and forces are important. When leaders communicate and reassure the public through
transparency, selective intervention and monitoring they exercise external ethical accountability (Fullan,
Rincón-Gallardo, & Hargreaves, 2015). The strategic plan is the external and internal accountability
measure that communicates to the board, community and staff what measures are being put in place to
address the school’s mission, vision and values. The internal pressures of the board, which is made up of
parent stakeholders and various backgrounds and interests, coupled with the external job market and
economic impact of Covid-19 have further complicated the challenges of implementing service projects at
the school. After two iterations of accreditation through CIS, NEASC and IB representatives, the findings
of the report indicate the community, school, stakeholders and director urge service learning program
improvement to be a priority for change in the upcoming academic year and in the new iteration of the
strategic plan (MRS, 2022).
Chapter One Conclusion
To avoid the illusion of distributive leadership and what Hatcher (2005) calls pseudo democratic
constructs of empowerment within hierarchical structure, the cultural change of service at MRS will
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require a communication of the rationale behind service learning’s impact on school culture and effective,
informed and dynamic training resources that build student voice (Kaye, 2014). A coherent improvement
model will need to be articulated with common resources and comprehensive implementation plans and
data-informed transparent progress reports. The use of transformational leadership through an
authentic/transparent lens in order to close the gap between different perceptions of service learning
builds a uniform program identity (Puusa et al., 2013) but requires constant feedback adaptations. These
need development. Training resources for staff that focus on value-based community partnerships can
benefit not only students but also teachers and their practice when incorporated effectively (Boyle-Base,
2005). An authentic team-based approach that enacts a humanist methodology seeks to empower the
school’s teachers as change agents (Deszca et al., 2020). The congruence model will inform potential
adaptations and acknowledge a values-based model that relies on validity and reliability of actions,
attitudes, understandings, motives and perceptions (Begley, 2004) of stakeholders. Through a social
constructivist lens that emphasizes co-development of these values-based designs for change, the service
learning program can be transformed in an authentic way that encourages genuine engagement in the IB’s
service principles.
Chapter Two will evaluate the change plan and the intended framework for leading change using
Nadler and Tushman’s (1989) congruence model. The implementation of change requires assessment
using an approach that is flexible and adaptative in order to implement the change. The change path
model (Deszca et al., 2020) navigates the dynamic nature of change processes in this adaptive way. A
monitoring process for this approach requires adaptive analysis; the PDSA model adapted from Deming
(1993) explores an effective means of transitioning and actioning the change process. This allows
potential solutions to the POP to be cross examined with a focus on the fit to the organization, best
leadership approaches, and PESTLE components, along with an alignment to stakeholders’ needs.
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Chapter Two: Planning and Development
A leadership model that combines accountability, action, and personalization is critical to the
culture at MRS. Transformational leadership’s varied and rich development as a model for change has
evolved considerably, with strong foundations in a mirrored value based approach where leaders are seen
as the ethical, moral and performance-based exemplar that helps elevate the collective standards and
value systems of followers (Bycio et al., 1995). Bernard Bass’s (1985) construction of transformational
models highlights important foundational requirements that begin to undermine power dynamics in
favour of equitable exchanges based on Multifactor Leadership Questionnaires (Bycio et al., 1995).
However, Leithwood & Jantzi (2009) propose a more nuanced approach that centres on the
importance of the relationship component and emphasizes relationships and values in order to build
capacity and a collective unification of stakeholders/followers. This offsets the power dynamic as a
collective, aspirational concept that rejects the more traditional heroic or great man constructions of
modelled leadership (Leithwood et al., 2004). The underlying principles of Burns (1978) remain in this
construct by appealing to the personalized goals of individuals within the organization (Leithwood &
Jantzi, 2009) but this more contemporary definition largely rejects individual characteristics of the leader
as the totem that guides organizational change. Rather, there is a greater focus on capacity building,
collaboration, interdependent relationships, and co-production of student learning, elements of that fit the
incentive to improve the service learning program at MRS (Leithwood & Jantzi, 2009).
Leadership Approaches to Change
In order for an international school to build a healthy professional development culture, the
leadership style and governing ethos must be consistent and effective. The inevitable social and political
conflicts that ensue must be traversed through leadership models that build trust, empower others and
move change forward. At MRS, the existing leadership framework that aligns both formally and
informally with this can be characterized as featuring both transformational and authentic leadership
models. Building towards excellence in MRS’s service learning program is made possible by leadership
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frameworks that recognize capacity potential and help build transparent forms of organizational change.
Developing capacity in staff hinges on trust paradigms that are created by leadership teams.
MRS’s service program requires a propulsion of change that is both ethical and inclusive.
Authentic leadership provides a complement to the transformational model of Leithwood and Jantzi
(2009) in that it capitalizes on the use of open dialogue to transform a change initiative with collective
stakeholder input. It balances accountability with transparency in an effort to recognize the emotions and
values of stakeholders with the aim and focus of capacity building (Leithwood & Jantzi, 2009); this
transparency is a platform for change that is anchored on a common goal. Dialogic models of authentic
leadership proposed by Berkovich (2014) emphasize a circular/cyclical model of dialogue used to
strengthen communication and relationships in a person-to-person approach. Berkovich confronts the
underlying assumptions of authentic relationship that have similar issues with assumptions of character
trait-centred leaders who lead through trust building by modelling these traits for others. Self-deception
and a lack of self-awareness were noted as ironic subversions of authentic leadership models that do not
build in a strategy for feedback and transparency that is centred on relationships, rather than the espoused
traits of a ‘true authentic leader’ (Berkovich, 2014).
To combat this limitation, which is an overlapping limitation of transformational leadership also,
Kouzes and Posner (2014) suggest that self-awareness lies in an evaluation of the leader’s own abilities
and areas of growth through ongoing self-evaluative methods. Their theory is that leadership is concerned
primarily with self-development and the exploration of one’s inner authentic voice. This theory is named
by Henderson (2007) as the ‘inside-out’ construct, which revolves around the idea of sharing one’s inner
voice of self, previous to developing any policy, commitment, communication or mission statement.
Robert Evans (1996) echoes this by underling that authentic leaders should build their practice from core
commitments rather than core character traits or from a management context. A transparent evaluation,
clarification and articulation of one’s leadership principles through a change readiness platform further
complements a social constructivist methodology. It also complements an alignment and sensitivity that
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recognizes the ethics of community and care (Wood & Hilton, 2012), central to the principles of service
learning and the community partnerships it serves.
Thus, a combination of transformational and authentic leadership models will be used to gauge
change readiness, implement the improvement plan and monitor its effectiveness. Building opportunities
for service learning will also benefit from a leadership models that represent the ethos of the curriculum
framework that is being used to carry out service learning. Kaye (2014) underlines the importance of
service learning being authentic and that it creates change agents in students that see the transferable
relevance of subject knowledge and skills into community projects. The IB’s character profile has been a
guiding model for students to engage in inquiry learning across their curriculum in the PYP, MYP and DP
levels. However, these character ‘traits’ or attributes actually represent the same issue or challenge that
some leadership models propose. Lodewijk van Oord (2013) argues that the IB’s learner profile attributes
are limiting and that having traits such as open mindedness or principled character is not enough; rather,
students would benefit more from being challenged to build a personal sense of the world through
interactions with others.
This critique of the IB’s curriculum limitations is apt as it also serves to guide the leadership
frameworks that should guide its authentication and transformation. Van Oord’s (2013) argument calls to
question the same issues and limitations that Berkovich (2014) remarks are limiting appropriate
implements of authentic leadership and supports Leithwood and Jantzi’s (2009) recommendation to avoid
moralistic interpretations that bestow traits that an individual possesses in order to fulfill a vision or goal.
Berkovich’s (2014) critique that some authentic leadership models assume that authentic leaders will
reveal their true self and that this will have positive implications for development is an ineffective
assumption to make. He proposes a cycle of feedback and dialogue framed around self-exposure (sharing
the change plan and communicating with stakeholders), care, contact, empathy, open-mindedness and
critical thinking. Ladkin & Taylor (2010) encourage self-exposure of a leader by modeling vulnerability
helps build a connection to each person’s reality within an organization, a point that Conger & Toegel
(2002) support by challenging that feedback is ineffective if it encourages self-presentation over self-
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transformation. The resulting authentic and transformational leadership model is characterized by a
person-centred transformation align with Leithwood and Jantzi (2009) who emphasize the relationship
between transformational leadership and its effect on activating capacity building strategies in teachers.
Transforming MRS’s culture of service learning as a by-product of authentic and transformational
leadership will be made possible by harnessing each individual teacher’s full potential in order to shift a
school culture and to implement action-orientated empowerment to achieve goals/targets. A subversion of
heroic individualism is critical in order to build a collaborative, collectivist mindset (Leithwood & Jantzi,
2009). By harnessing the individual professional voice of each educator with authentic platforms of
discourse, the monitoring for change through the various stages of the PDSA cycle will be informed by
leadership models that align with a feedback-orientated framework. This likewise aligns with the CPM
and the four stages of its change plan focus.
The varied forms of feedback that are mentioned by Egekvist et al. (2017) include reflection for
action, in action and on action in order to build a structure for authenticity that guides an action plan for
change. The transformational approach harnesses Egekvist et al.’s (2017) observations; they note that
building a framework for authenticity helps the embedders of change, the faculty, become empowered to
move a school culture through buy in (Egekvist et al, 2017). This in turn positively impacts student voice
in service learning by subverting power dynamics that collude and collide with IB private schools
(Leclerc, 2019). Subversions of power dynamics lead into an understanding of the importance of
reflexivity in the change process.
Reflexivity
Lyubovnikova et al. (2017) focus on authenticity and its importance in educational leadership.
Encouraging team reflexivity creates team productivity and effectiveness. A definition of authenticity as
an emphasis on a combination of self-awareness, reflexive pedagogy, positive ethical climate, and
relational transparency (Lyubovnikova, 2017) helps define the role of the leader as a change agent. The
service learning coordinator will thus use a team-based approach of reflexive thinking in order to shift the
service learning culture. A reflexive approach encourages inward reflection through introspection and
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objectivity. Lyubovnikova et al. (2017) encourage the need to move beyond individualism in authentic
leadership harness the power and complexities of the group. Authentic leadership complements team
reflexivity by encouraging a team self-regulatory perspective (Kozlowski & Iglen, 2006) and building
self-awareness, positive self-development (Walumwa et al., 2008), balancing processing and relational
transparency (Lyobovnikova et al, 2017; Gardner, 2007). In summation, the inward looking approach of
reflexivity encouraged by a social constructivist paradigm creates transparency and increases trust.
Framework for Leading the Change
Multiple change models could be considered appropriate for MRS. Lewin’s (1947) stage theory
of change offers opportunities for organizational shifts that provide a framework that places change
agents and actors in three key phases: unfreeze, change, freeze (Deszca et al., 2020). The simplicity of the
model offers an accessible basic framework that can be adopted, which offers flexibility and adaptability
that could work for MRS. However, Hussain et al. (2016) offer a critical commentary of Lewis and
comment that although there may be flexibility, a challenge is presented then on how to support and
foresee the challenge of the chaotic nature of change (Hussain et al., 2016). There is thus a burden to
substantiate and build communication methods and transparency mediums that can further clarify the
process of unfreezing, changing and freezing the organization. While teachers’ involvement in the process
is recognized, this older model of change does not as explicitly recognize the opportunities for
involvement; it is also not as action-orientated as other change models are.
Hussain et al. (2016) further emphasize the importance of leaders involving stakeholders,
educating them, communicating with them, providing emotional support incentives for them, and
ensuring tasks are supported with availability. This critique essentially identifies the leadership models
and approaches to change complemented in authentic and transformational leadership. Lewis’s model is
also indicated by Deszca et al. (2020) as more appropriate to a crisis response. MRS’s service learning
program, although in need of accountable, actionable change, is more suited to an incremental model.
This model involves long term structuring through holistic change readiness complemented by a secure
and focused direction.
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John Kotter’s eight stage process offers an encouraging alternative model that finds more
alignment with MRS’s culture and current leadership models. While some critiques note the process is
too structured and linear, the contrary argument could be made; its step-by-step approach offers structure
with the potential for variability with holistic categorizations of change such as the need to communicate
vision and the acceleration of movement offering latitude for interpretation. Appelbaum et al. (2012)
conclude that Kotter’s approach appears to posit positive reasons for use based on its direct and usable
format rather than a scientific consensus on results, impact, or feasibility. While the empowerment step
offers a strong connection to social constructivist methodology and the aforementioned leadership
models, it is simply one component out of eight steps of change. Where this model offers a strength of
structure, another model offers more of an emphasis on relational change through empowerment to
effectively act upon action orientated change.
Allan Walker and Chen Shuangye (2007) conclude that action orientated change is imperative
when evaluating authenticity in intercultural contexts, such as in international schools. International
educational contexts with global citizen curriculum such as the IB require substantial considerations of
the multiple dimensions of authenticity; that is, leadership in international schools requires an authentic
approach that is informed by timely action (Walker & Shuangye, 2007). Leaders engaging in constant
redefining and scanning of needs that adapt to the dynamics of diverse cultural needs within the context
of the school is an ever present need; the cultural context and the curriculum demands undergo ongoing,
ever-changing social and political dimensions of change.
This leads to the discussion of a third model of change designed by Deszca et al. (2020) called the
change path model. This four stage model offers a blend of the sensitivity and response to cultural
contexts characteristic that Lewis’s model has and bolsters a change approach with a long-term vision and
some open-ended structure that Kotter’s model features. The four stages that inform action include a
combination of change readiness techniques, an accountability for change, an increased acceleration for
change, and the ultimate objective of institutionalizing/focusing/maintaining the goal or objective through
periodic and multi-varied measures to assess need (Deszca et al., 2020). MRS’s fit with this model is best
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characterized by combining the commitment to the strategic plan, which was constructed by a
combination of timebound requirements determined by the accreditation bodies: NEASC/CIS. In
addition, the collective input of community survey results from these accreditation bodies informs the
plan in order to give a qualitative, person centered source of data to inform change.
The Operational Plan ties together a need for student, teacher and community voice to leverage
change through the service coordinator (MRS Operational Plan, 2021). There is further alignment here
with transformational leadership that emphasizes voice in order to empower action (Leithwood & Jantzi,
2009). A leader being present, showing candor, exercising inclusion, and providing confirmation through
a circle of dialogic pedagogy is likewise aligned to the CPM (Berkovich, 2014). Anderson (2017) argues
that teachers feel more engaged with their school environments when leaders implement transformational
leadership because it helps to create a culture of trust. Improving service learning at MRS requires culture
is a collective action that requires input and stakeholder buy in. The CPM emphasizes the importance of
multiple communication channels in the awakening phase. It then further emphasizes the importance of
communicating that change through formal systems, some of which can already be in existence within the
organization (Deszca et al., 2020). A support system that manages and guides the empowerment of others
is underlined in the mobilization phase and when change amps up in the acceleration phase, tools and
techniques are used to support and celebrate successes.
Because there is such an emphasis on accountability of the leader to rationalize change in the
CPM, the leader is encouraged to reframe the power dynamics of the organization and create an
atmosphere of equity that complements a person centered approach. Each phase is marked by an ethical
obligation to lead through transparency. Rationalizing the reasons behind the change and constantly
revisiting this question through measures of effectiveness underlines the importance of open
communication. Offering input as to how change can truly be actualized also fits under the umbrella of
authenticity through open dialogue. The relationship between self-awareness as a leader and one’s ability
to be in touch with the stakeholder’s needs in a school is directly correlated. Because the interpretation of
one’s individual values and the values of one’s place of work are linked to authenticity (Walker &
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Shuangye, 2007), finding the fit or connection between stakeholders is a matter of process that requires
constant refinement through cyclical discussions. Finding these fits in MRS’s context is contingent on
building open platforms for communication. The CPM fits this platform of communication. Figure 4
considers an incremental phase process involving an awakening, mobilization, acceleration and
institutionalization of change.
Figure 4
MRS Change Path Model

Note. The change path model outlined here follows the structure by Deszca et al. (2020) and fits with
Nadler & Tushman’s (1989) congruence model. It is informed by a transformational and authentic
leadership approach.
Figure 4 emphasizes a plan to introduce change at MRS anchored on a combination of
collaboration, accountability, and communication. Each phase is informed by an analysis of the gaps in
the intentions for service learning and its actual outcomes. There is a consideration of multiple factors that
are influencing change throughout the process that allows for ethical considerations, an appropriate
alignment with the selected leadership models, and opportunities for incremental adjustment based on
feedback. The first phase of change in the CPM is the awakening phase which is detailed in the following
section.

39
The Awakening Phase
In the awakening phase, leaders scan and develop an awareness of the internal and external
factors in order to understand the components that are contributing or working against change (Deszca
et al., 2020). MRS will use this phase to compile and analyze data on internal factors through the
community survey data (MRS/CIS, 2015; 2020) and external factors, such as accreditation reports
(NEASC/CIS,2015; 2020) that unearth the specifics of what is impacting service learning and
community partnerships (Deszca et al., 2020).
Evaluating concerns is key in order to acknowledge change constraints (Anderson, 2010) and to
gather input from teachers prior to beginning the change process. This will be used to inform the change
monitoring methods through Deming’s (1993) PDSA cycle. By including aspects of concerns during the
beginning stages of the awakening phase, an informed feedback loop can be presented. Concerns
recognition acknowledges diverse opinions and perspectives that make up MRS, including homeroom
teachers, Year Level Leaders, SELT and the service coordinator in a combination of staff led
Professional Learning Teams/Communities (PLTs/PLCs). The two-year timeline will be outlined to
staff and feedback will be sought using Anderson’s seven stages of concern to guide and categorize the
feedback received by staff. A survey using the CIS/NEASC accreditation questions rephrased to MRS’s
context will be used to direct timely feedback that is anchored to existing accreditation standards. The
concerns will be used along with feedback recognizing existing strengths.
Constructing a powerful vision for change is the objective of the awakening phase (Deszca et
al., 2020). Transparent communication that recognizes the gap between the intended service learning
program and the current one will be outlined and feedback will be sought to inform supports that can be
implemented for curriculum and professional development needs for staff. The organizational
improvement will be framed as an evaluation based on a model that is cyclical rather than linear (Briggs
et al., 2012). This highlights an existing ethos in the school that emphasizes the importance of a growth
mindset (Dweck, 2016). This mindset is a current foundational model of improvement used to inform
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growth for staff through their appraisal at MRS, as well as with existing organizational improvement
projects centered on multicultural curriculum reforms and incentives to improve diversity, equity, and
inclusion (MRS Operational Plan, 2021). Hildrew (2018) emphasizes the importance of a growth
mindset in developing learners of all ages through a cultivation of effort, experience, practice and
application; these features of an approach to professional development complement the transparency
model espoused by authentic leadership and the narrative identity processing all individuals engage in
alongside dialogic relationships (Berkovich, 2014).
The Mobilization Phase
The mobilization phase is characterized by assessing the power dynamics of change agents and
those involved in the organization as the change is moved into action through the nature of many
factors: time; motivation; stability vs change/innovation/personal growth; orientation to
work/task/coworkers; isolation vs collaboration/cooperation; control, coordination and responsibility;
and internal and external orientation and focus (Detert et al., 2000). Unpacking these factors and
considering their impact throughout the mobilization phase will help build an informed structure for the
selected solution as it is implemented and communicated to staff. In addition, Detert et al. (2000) note
that a balance in change is needed to inform its most practical implementation.
Martin et al. (2016) evaluate the effectiveness of a service learning program’s implementation
using resource and program evaluation and comment that a program’s culture is an important
consideration. Education systems, school culture, support structures within IBDP schools and supports
and resources within the school community are all important and are affected by organizational
improvement plans. The organization, structure, context and student experiences require a form of
accountability but in order for this to be monitored through an authentic and transformational lens that
monitors ethical buy-in, this accountability should come from a strengths-based empowerment
approach. Buckingham & Goodall (2019) emphasize the importance of recognizing the strengths of the
collective when implementing change and mobilizing a team. Martin et al. (2016) recognize that
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implementing change effectively can be affected by curricular coherence and continuity issues because
finding a balance between teacher and student autonomy can be a challenge.
When counsellors, teachers, and coordinators work in tandem to support students’ progress in
service learning the result is positive (Martin et al., 2016), indicating that in the mobilization phase,
leveraging change agent personalities, skills, and abilities (Deszca et al., 2020) is key. Building
opportunities for panels to evaluate service through PLC teams in the school requires two aspects:
constructed opportunities that are student-centered and training that responds to teacher voice. Martin et
al. (2016) further emphasize the need to give further focus to implementation features that ensure
informal learning within school cultures. This implies that the mobilization phase requires formal
communication of the need for change with data presented from NEASC, CIS, and IB accreditation used
to inform the tools, system, and personnel responsible for the implementation of the change. The
acceleration phase follows.
The Acceleration Phase
The acceleration phase requires a combination of focused attention to the POP and its aims to
improve service learning’s implementation and ongoing empowerment of stakeholders through
monitoring methods. The PDSA model (Deming, 1993) emphasizes the need for the implementation of
change through feedback cycles that monitor the progress and effectiveness of the solution. The PDSA
model will complement this process with celebrations of small wins and the use of appropriate tools and
techniques used to build momentum throughout the change process (Deszca et al., 2020).
These tools and techniques will be collaboratively constructed using staff input and authentic
feedback models informed by structured supports for community connections. These structured supports
will help avoid change related chaos and innovation overload (Hargreaves, 2004). This phase should
continue to apply an ethics of care approach (Wood & Hilton, 2012), with people prioritized over
principles or task-orientated goal setting. The ethics of care approach ensures that despite an increase in
the change plan’s momentum and implementation that each stakeholder feels supported and that the

42
service activities being designed through the curriculum do not jump to the action component of the
service cycle without fully evaluating the investigation and planning components. These components
ensure ethics are central to the students’ inquiry cycle but equally ensure that the POP is being validated
through teacher upskilling that encourages equitable voice to service design. In addition, supports and
monitoring should include resource allocations that consider Hargreaves’s (2004) recommendations for
training, mentoring, time, and dialogue, aspects that have been considered in each of the proposed
solutions in the following section of this chapter.
The Institutionalization Phase
The institutionalization phase of implementation considers the long-term impact and effectiveness
of the change in service learning through various means: tracking what is needed; adapting to the needs of
stakeholders to keep the change on target; and developing new structures, systems and processes as
required in response to unknown variable changes occurring (Deszca et al., 2020). Nicholas et al. (2019)
evaluate the lasting impact of service learning programs in youth and how they are affected by authentic
engagement that is determined by the empowering process and outcomes; they are contingent on
consistency and the effectiveness of collective supports and follow through. Political and social efficacy,
critical awareness, and participatory behaviours are positively impacted when the service opportunities
that are modeled directly empower youth (Nicholas et al., 2019). The institutionalization phase will thus
require systems and supports that can maintain the initial enthusiasm of the change plan with evidence of
students and teachers participating in and supporting the full service cycle in order to investigate, plan,
act, and reflect on contributions and activities (Kaye, 2014; IB 2020). The selected solution will consider
ethical implications of change agency and how the coordinator can maintain ethical partnerships with the
community. It will also prioritize the empowerment and support of staff to ultimately develop quality
curriculum that can feed off of celebrations of strength in the acceleration phase in order to create a new
cultural norm of service opportunities at MRS. A climate of trust follows that encourages people to
contribute and innovate (Kouzes & Posner, 2014). It is critical in order to align the authentic leadership
lens with a sustainable transformation of the service learning program. It provides meaningful ways for
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participants to move together with deliberate thought and action in a way that is mutually reciprocal and
considers all views and needs (Kaye, 2014), an ethical ethos that guides the program and the
implementation process. The next section will formally engage in a critical organizational analysis to
inform the change process.
Critical Organizational Analysis
Frost & Durant (2002) herald the importance of teacher led development work. It has shaped
future school culture projects and encourages teachers to affect change using a common framework. Frost
& Durant posit that teachers can affect change as leaders who function strategically when identifying
problems and affecting action-based research of their own to find solutions (2002). Again, the alignment
with communication and dialogue is highlighted, unifying a dialogical authentic approach that is
purported by Berkovich (2014) in order to promote candor and trust. The impacts on a program’s culture
through teacher autonomy are positively complemented by empowerment constructs. A gap analysis of
the organization using Nadler and Tushman’s (1980) congruence model takes into consideration the time,
resources, and people within and outside of MRS. Exceptionally, this gap analysis recognizes the
principles of autonomy and empowerment as a lens needed to build transparency and transform the
service learning culture in order to align leadership approaches and the service coordinator’s change
agency. It is thus underlining a social constructivist approach, emphasizing interpersonal and social
interaction within MRS’s learning culture’s context (Brycerson, 2007). These interpersonal and social
interactions inform what specifically needs to change at MRS.
MRS: What to Change
MRS’s previous approach to service learning has been positive in theory but inconsistent in
practice, as informed by accreditation reports and operational plans (CIS/NEASC, 2015; IB Self-Study
Report, 2018; MRS Operational Plan, 2020). This external and internal data calls on the school to conduct
a PESTE analysis. A PESTLE analysis, as informed by Nadler & Tushman (1980) requires an analysis of
various factors that are impacting and affecting the gap between the current state of one aspect of the
organization and its envisaged/ideal projected vision. Closing the gap is the incentive and this is
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considered by looking at the input factors: political, economic, social, technological, legal and
environmental. In addition, the formal and informal organizational factors are considered, along with the
work required and the people affected by and acting within the change process. Finally, the ideal outputs
are described, resulting in a set of goals that align with the achievement of this OIP’s POP through
tangible evidence.
MRS is ready for change, as evidenced by the NEASC, CIS (2020;2022) and IB (2018; 2022)
accreditation reports cited in Chapter One. These external evaluations merit the need for change based on
evidence-informed research, an existing model of practice for professional development at the school.
Determining change readiness that is grounded in communication and openness in the spring preceding
the implementation in the fall will bolster buy-in and fall in-line with existing procedures and practices of
change implementation approaches at the school.
Thompson et al. (2011) highlight the long-term impacts and benefits of service learning for both
students and professionals, noting it improves community partnerships and strengthens equality, diversity,
and inclusion. Likewise, Karrington & Kimber (2017) link service learning in international contexts to an
improved preparedness of teachers to be inclusive educators with an expanded global mindset. Increased
sensitivities to diversity and intercultural understanding align with the ethical principles that will guide
the transformational and authentic leadership approaches at MRS. The change agent, the service
coordinator, has provided a platform for discussion and has conducted a formal change readiness
diagnostic. Deszca et al. (2020) note that change readiness is determined by the previous experiences of
its members, the openness of commitment, leadership involvement, and member confidence in leadership.
MRS teachers are, overall, open for change. In an effort to look forward and align the gap analysis with
change readiness, Nadler and Tushman’s (1989) gap analysis will be shared with the staff to determine
what resources and factors are needed to improve service learning at MRS school.
Lakin & Mahoney (2006) identify two significant issues with service learning that were found in
the gap analysis: many programs lack a controlled evaluation component and the design of these
programs are unsystematic, varying across settings, time and facilitators. In unearthing the gap analysis
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using PESTLE factors, these finds have helped highlight general categorizations attributing to program
discrepancy and evaluation.
Gap Analysis
Nadler & Tushman’s (1980) gap analysis requires a consideration of seven main components: the
school’s overall input, strategies, work, the people, the formal organization, the informal organization and
the outputs (Deszca et al., 2020). The strategic plan at MRS (2020) aimed at improving service learning,
community partnerships and overall diversity and inclusion through curriculum was designed based on
the external accreditation reports previously mentioned. These reports inform the need to improve the
state of service learning, particularly the preparedness of staff to co-design and guide service
opportunities for students. Frost (2012) emphasizes the importance of providing specific conditions for
staff to develop professionally, including a partnership with external agencies, mutual support through
discussion, developing PD cultures, opportunities for open discussion, and tools to model action.
Nadler & Tushman’s (1989) model emphasizes an identification of the gaps in a featured
organizational analysis and thus is limited in its capacity to create solutions explicitly through the process;
thus this will need to be informed by additional means. The change leader agents will need to focus on
internal resources, work, people, informal/formal organizations and how these can affect, improve and
enhance community partnerships and service learning. (Connolly et al., 2011).
The congruence model fits with a social constructivist approach and informs a feedback cycle that
enacts transformation through an authentic, stakeholder-centred approach. An analysis of resources,
training and team based needs reinforces the gaps identified by Fullan (2016) necessary to implement
effective change.
Gap analysis reveals elements of Frost’s evaluation of professional development improvements
that are required to improve systems changes are missing and require attention, beginning with the work
component. Figure 5 provides a comprehensive visualization of the gap analysis using Nadler &
Tushman’s (1989) model.
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Figure 5
Gap Analysis of MRS

Note. The model above is adapted from Nadler & Tushman’s (1989) congruence model and incorporates
a PESTLE analysis of input factors, along with the integration of Deming’s (1993) plan-do-study-act
cycle in the transformation process.
Work
The first component of the transformation process that will be evaluated is the work. Frost &
Durant (2002) emphasize the importance of teacher-led development work, which is characterized by
providing autonomy to teachers that is supported by resources, time and modeling in order to build
action-orientated change. The action component of Frost & Durant’s research encapsulates the type of
work that is required for service learning initiatives to improve at MRS. Staff are required to support the
implementation of both a curriculum-embedded service project and a school-based, independently driven
one outside of the curriculum. The increased enrollment at MRS over the past five years has been
significant, with class sizes in the middle and high school increasing by two-four students per class and
staff to student ratios decreasing. With more students, the demand for more service activities to supervise
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has also increased. The workload and required time to invest in curriculum and independent service
projects is significant.
The current system of work as it pertains to service learning includes a registration system
whereby teachers sign up for an area of interest at the beginning of the year and commit to supporting a
particular pillar of service. This pillar encapsulates one of five areas: preparedness to serve, local
partnerships, global connections, environmental stewardship and action for social justice and equity
(MRS, service learning handbook, 2020). A service fair is then enacted whereby students may either sign
up for a service activity or initiate a new activity based on an investigation of school or community needs.
The gap exists in supporting the service learning incentives with professional development that
encourages consistent engagement in the service cycle, which requires an authentic investigation of a
need for service, planning, an authentic action and meaningful reflection (Kaye, 2014).
Coordination of these service activities has been inconsistent and informal oversight of execution
is largely based on a model of trust. However, inconsistent work and time invested in supporting students
across the secondary school has led to a lack of buy-in from some staff and a belief that, despite it being
central to the pedagogical wheel of the IB MYP ethos, it is not important. Inequitable contributions to
service have led to a discordance in engagement and expectations for all stakeholders. Continuing to
capitalize on staff and student choice in the design process of service will be key, as will providing more
rigorous supports, PD, oversight and empowerment (Lakin & Mahoney, 2006). Further evaluation of the
formal organization follows.
The Formal Organization
While MRS uses many facets of distributed leadership structures in theory to counter balance
perceptions of a top-down approach, ultimately, it still functions in a line manager construct, with a
hierarchical organization of teams. Figure 6 outlines the organizational structure at MRS and how it
utilizes a combination of hierarchical structures in tandem with distributed means.
While the formal organization uses a hierarchical model, the existing management of professional
development and change implementation is encouraged by ongoing PLTs and PLCs. By enacting
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authentic use of candour, dialogue, self-exposure, care, presentness, and inclusion (Berkovich, 2014) in
the discussions between different levels of the hierarchical model, further closing of the gap of trust and
accountability can be actualized. The personal expressiveness experienced through this trust building
functions as a bridge (Parke & Orasanu, 2012) between the service coordinator and teacher supervisors,
while simultaneously mirroring the approach to service learning that students will enact in their
community inquiry (Waterman, 1990). The formal organizational structure is visualized in the figure
below.
Figure 6
Formal Organizational Structure of MRS

Note. The figure above outlines the hierarchical management structure of MRS, with annotations
commenting on the line manager relationship between staff.
In this model, the service coordinator as change agent is not a direct appraiser or line manager of
the homeroom teachers/staff service supervisors; thus, an authoritative evaluation model would not suit
the inherent agency of the change agent. Rather, the formal organization will need to rely on informal
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organizational/cultural changes to leverage change when formal professional development opportunities
that are infused throughout the calendar year more frequently are offered. In addition, more time
allowance for service learning oversight will help teachers incorporate formal service learning
preparation, support, PD, and communication.
Rowland & Higgs (2008) emphasize the importance of sustaining change through leadership via a
recognition of the structure in conjunction with one’s leadership approach. They posit that leaders who
assume change is a complex, multifaceted process are more likely to implement change processes
successfully. The nature of educational structural change assumes a complexity that is nuanced,
contextual, and variable (Rowland & Higgs, 2008). The relationship between framing and creating
capacity leadership within hierarchical structures is also challenging but this can be achieved by
recognizing educational change in schools as living systems.
Rowland & Higgs (2008) underline four necessary practices for educational change: insight and
comprehension; building the organizational blueprint; building capability; and maximizing performance
potential. In the awakening phase, insight and comprehension can be highlighted with the change
readiness evaluation occurring as a professional development rollout that is anchored on personal goals.
The organizational blueprint is a combination of using the formal structure that exists and leveraging that
structure through cultural change models. These result from open dialogue, authentic conversations, and
macro and micro analysis that is shared with staff. A PD session that offers collective input of staff to
determine how existing structures can help support service learning is key. Viewing schools from a macro
lens allows for anticipatory challenges and complements micro conversations with stakeholders to
participate as mutual change agents (Howard, 1994).
Currently, the inclusion of service learning in formal appraisal systems requires year end
conversations to be a part of the evaluative process of staff. The structure previously mentioned
determines the line managers responsible for evaluating the completion and execution of service learning
activities of all staff at MRS. Culture is a part of the informal organizational structure.
The Informal Organization
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While cultural change is not the explicit focus for the problem of practice, it is a critical factor
that influences buy in, beliefs, values, and attitudes associated with all academic programs at MRS. Time,
motivation, stability, and professional growth should be recognized as means to leverage change,
especially in order to remove some of the isolationism that is occurring due to a lack of opportunities for
collaboration (Detert et al., 2000).
Culture is further impacted by collaboration between the community and the featured
organization, which is an area of improvement for MRS. Auberbach (2012) remarks that the traditional
power dynamic between the school and the community creates the illusion of parity but that the school
often sets the agenda and parents support that vision/mission. This is certainly appropriate at MRS where
the language barrier of the local community and its relationship with service learning are both factors
impacting the program’s development long term. As such, professional development training focused on
enhancing community partnerships through service learning upskilling for teachers is a focus for the
informal organizational gap analysis. Auerbach (2012) notes that relationships and dialogue can be
restored to recognize the positionality, culture, and context of the parent community. The construction
of safe spaces for dialogue spanning difference (Auerbach, 2012) encourages open dialogue from a
cultural perspective. Developing a climate of belonging through change initiatives is a natural connection
between service and the leadership approaches to change.
Finally, the informal organization’s gap between the current and the ideal/future state can be
closed through the aforementioned leadership approaches, which synthesizes authentic and
transformational change. Begley (2006) notes that school leaders require frameworks and ways of
thinking that will encompass the entirety of motivations and validations encountered in schools.
Essentially, this underlines an approach that aligns with the service learning program’s ethos and the
participants who actualize it. The full range of motivation behind community service initiatives requires
constant consideration of values, which should be made explicit in the support for teachers, the training of
them, and the execution of authentic actions (Begley, 2006). People in the organization inform the
cultural change process.
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People
Building on the informal organization, the people who work at MRS have inconsistent
understandings of what constitutes service learning. For example, some service activities mobilize
students for community clean ups without an investigation and planning process that involves the students
designing goals, determining the validity of the service based on stakeholder needs and evaluating the
local community needs and targets based on data and voices of local experts. Teachers will assume they
need to delineate the learning without investigation. On the other hand, some teachers have interpreted
inquiry as the need for students to take complete control of the entire investigative process for service
without providing any guidance or support. A balance is required through upskilling.
Building cohesion, recognizing the vast array of strengths of individuals, and clarifying the
collective aims of the change initiative are key to closing the gap. Many individuals have strong
understandings of service but there is a lack of universality and understanding due to a need for a clearer
vision. Miller & Hickson (2004) emphasize that if followers are unable to articulate what is needed they
will be unable to fulfill the objectives of a strategic plan. Hatziconstantis, C., & Kolympari, T. (2016)
highlight that shaping purpose, managing agency, and ensuring practical understanding are key to both
students and staff engaging specifically with the IB’s service principles. Their research indicates that
clearly setting a direction for each service project stems from ensuring the school has well trained staff
who understand the philosophy of service from the ground up. In other words, theory is not sufficient; reevaluating a practical application is required through systematic involvement. PD that helps create clear
expectations of students and teachers is required.
The CPM requires a consideration of how successful IB CAS and service models have been
implemented in order to actualize changes in the program at MRS. Student led projects designed from
authentic investigation are key. This supports the IB’s ethos and best practice from Kaye (2014) that will
help inform staff. Improving the service program thus means that students have to be central to the change
making process. Some limitations of Kaye’s (2014) implementation model, however, are the need to
consider cultural discordance and communication challenges when host countries and international
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schools have value systems that differ somewhat. Further research to close the gap between community
partnerships with additional PD focused on Martin et al. (2016) and their specific recommendations for
resource and culture to be unpacked and investigated through the service cycle alongside a community
partner. Their specific research on curricular coherence and continuity, along with program evaluation
models, will help close the gap on people, informal organizations, and resources.
Outputs
The main desired outputs for the gap analysis drive the change targets to close the gap: an
improved culture of service learning; strengthened partnerships within the school and local community;
and an alignment of the expectations of and participation in service learning. Anchoring these changes to
an improvement in staff training links the POP’s aims. One facet of Bradley’s (2013) findings about value
added data and models (VADs and VAMs) involves collecting research to inform strategic planning and
program changes. The data from NEASC/CIS (2015; 2020; 2022) and IB (2018; 2022) accreditations
helps to inform a measurement of improved output, the details of which are noted in Chapter One. While
Bradley’s (2013) path goal theory is more aligned with a hierarchical model of leadership, the
categorization of data as value added is helpful in informing the transformational leadership approach that
echoes Leithwood & Jantzi’s (2009) call for collective interest leading to change and one category of
practice associated with individualized consideration is observed (Bass, 1997; Leithwood, 2019). By
removing the transactional assumption through collective agency and sharing accreditation data as a
unified target, the capacity building aspect of transformational leadership is leveraged (Leithwood &
Jantzi, 2009; George, 2003).
The authentic and transformational leadership approaches enacted for this OIP require a
collaborative vision. It is informed by data to inform change readiness. This will prepare and engage
stakeholders in the awakening phase. Following preparation and engagement, the focus will be to assess
power and cultural dynamics through systems in the mobilization phase. In addition, the acceleration of
change through the consolidation of tools and techniques that consolidate progress through a path of
school improvement celebrating successes that align with the objectives will occur (Katz & Dack, 2013).
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Finally, an institutionalization of the change through periodic monitoring via the PDSA model will be
used. Professional learning that is tied to a professional learning cycle that is clear and needs based will
be implemented, mirroring the action and intention of the service cycle through effective, action-based
PD that impacts permanence (Katz, Dack & Malloy, 2018; Timperley et al., 2008).
The five categorizations for targeted improvement to address the POP as determined by the gap
analysis include: addressing the service cycle requirements; addressing the accreditation objective of
developing community partnerships; addressing the upskilling of teachers to be more equipped to guide
and implement service learning through PD, effective processes and stakeholder engagement (Deming,
2000; Evans, Thornton, & Usinger, 2012); the alignment of service learning activities across the
secondary school; and aligning NEASC, CIS and IB accreditation standard gaps. These categorizations
for improvement align with the guiding questions for investigation to affect permanence (Katz et al,
2018), address Kaye’s (2014) practical recommendations to build a culture of service (the informal
organization component of change), and are underpinned by ethical justice, care and community (Wood
& Hilton, 2012) that can guide meaningful and authentic service program development at MRS. The next
step in the change process is to consider solutions to address these different aspects of the gap analysis.
Solutions to Address the Problem of Practice
In order to address the recommended changes from the critical organizational analysis, four
possible solutions are proposed and analyzed. Because the aim of the POP is to improve supports for
teachers in order to improve service learning, each solution considers a change implementation that
affects the program delivery and teachers’ ability to carry it out. The solutions have been considered from
various research-informed program change case studies and theories surrounding program culture,
communication, and practice.
Within each solution analysis subsection, tables are used to consider the congruence of Nadler
and Tushman’s (1989) components as seen in Deszca et al. (2020). Each table considers the components
of change and the effect of the proposed change, along with Fullan’s (2016) dimensions of change in
order to give a full picture of the actors/stakeholders, organizational elements, beliefs, and resources
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required to enact the change. Each proposed change is framed in connection to leadership approaches and
pedagogical understandings. The first solution considers the formal monitoring of service projects.
Solution One: Staff Monitoring of Service Projects
Connolly et al. (2011) note how change is either an external reality or interpretation. This
difference in interpretation extends to the complexity of creating the right culture for change in order for
it to be successful (Connolly et al., 2011). Considerations of a solution that evaluate the greater goal of
the school wide initiatives in the strategic plan are apt and align with culture building features and the
dimensions of change outlined by Fullan (2016).
Table 1
Congruence Model (Deszca et al. 2020) & Fullan’s Dimensions of Change (2016) applied to Possible
Solution One
Component of Change: Congruence Model

Proposed Effect of Change

Work

-Senior Leadership: contractual
obligation reinforcements.
-Middle Leadership: coordination of
service learning at MRS.
-Staff: required to supervise service
learning at MRS.

-evaluation of staff appraisal with explicit
focus on the service learning requirement
clause in contract
-auditing staff with a focus on service
activity contributions; developing a
monitoring system;
-documenting and appraising staff
involvement in service learning;
development of tracking strategies

Formal Organization
of Staff Involvement

-Service fair: student-led representation
of service learning activities at MRS
staged at the beginning of the school
year.
-Staff service learning sign-up day:
assignment of supervisors.
-Beginning of school year PD session (1
hour) and end of year PD session.

-Service Fair: develop an autonomous model
of staff and students setting up the fair.
-Staff service learning sign-up: shift to
ongoing monitoring of service learning.
-Incorporate additional training and support
throughout the school year to support staff
involvement.

Informal Organization
of Staff Involvement:
Culture

-Service learning involvement → staff
contribute based on an honour-system
and are not monitored.

-Staff are monitored and tracked using
Google Classroom and other technological
models of observational, evidence-based
monitoring.

People

-Middle Year Service Coordinator;
secondary staff; secondary students;
organizations in the wider community;
parents

-Coordinator monitors staff using appraisal
documentation.
-Staff track student involvement in service
learning and report on it.
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-Relationships between staff, students and
organizations are improved due to the
consistency of service learning supervision.
Fullan’s Dimensions of Change (Fullan, 2016, location 711)
Materials,
Approaches, and/or
Beliefs

Materials: time for staff monitoring by the service coordinator. Support documents to
guide the implementation of the service cycle (prompt questioning for student
engagement, planning guide, action support document, reflection frameworks, etc.).
Approaches: highlight, intervention/support and monitoring approach to guide equity of
contribution to service learning across the MYP. Appraisal referrals linked to contractual
commitments.
Beliefs: Pedagogical assumption of the importance of the IB learner profile and the core
value of service learning. DEI-focused conversations for targeted improvement to align
with the CPM.

Developing service learning programs that are linked to a positive school culture that encourages
equitable distribution of professional responsibilities links this solution to a greater school wide goal,
addressing the mission and vision. Staff monitoring utilizes a combination of transformational and
strategic leadership models (Davies, 2009). Strategic capability is a target for this model but is also
married with the intention of transforming the school culture/informal organizational model
simultaneously.
Evaluation of Solution One
This solution addresses the issue of the accountability of staff supervisors in the service learning
program. It does not focus as much on capacity building as solution two does. Rather, it seeks to
transform the service learning culture by increasing the accountability of staff in a more traditional,
managerial model. Its advantage is that through contractual implementation, the authority behind a
commitment to service learning will be enforced through a formal appraisal system. Staff will be
obligated to commit to the change but may not necessarily buy in. Other strategies utilize a more people
based approach that encapsulates an identity shift in the culture surrounding service learning. This is a
change that is marked by building a coherent organizational identity that reflects both the administration
and the teaching staff’s perspectives (Puusa et al., 2013). Building coherence through gradual means is
the strength of capacity building models and other transformational leadership approaches that emphasize
training over monitoring. Still, this model emphasizes the development of strategic capability (Davies,
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2009) alongside a transformational one. The trifecta of authentic, transformational, and strategic
leadership frameworks emphasizes a balance of accountability, transparency, and time-sensitive
transitions that utilize feedback loops to enact change. This model leverages a greater focus on the
strategic component but could be carried out with Berkovich’s (2014) dialogue model in order to foster
positive empowerment through candour and an ethics of care that recognizes individual targets for growth
(Wood & Hilton, 2012).
Additional limitations of this solution are that there are pre-existing connotations associated with
appraisal at MRS. Contemporary feedback research indicates that focusing on a strengths based approach
can be successful in appraisal models; however, observation based measures require a significant amount
of time to be enacted and often result in surface level, inauthentic snapshots of performance (Dandala,
2019). More valuable, long term observations of one staff member’s leadership of service activities
requires multiple evaluations and professional learning conversations. These require a redesign of the
service coordinator’s role and release time, potentially moving outside of the change agent’s influence
within the organization. In addition, observation based measures are rife with political connotations that
are affected by trust dynamics (Papay, 2012). Because this proposal requires line managers outside of the
service coordinator to effectively appraise staff’s commitment to service, more investment of time to
collate observational notes and targets from the service coordinator will be required. In addition, because
of the service coordinator’s role in the hierarchy of the formal organization, evaluations and commentary
would require a redesign in the jurisdiction of the change agent, involving a redesign of the role and its
responsibilities. While a distributed transformational process could be successful in this context, more
preparation of change readiness would need to be considered to roll out the role change, communicate
staff expectations, and allocate time for the coordinator to complete this work. The next solution
considers professional development as a focus for change.
Solution Two: Professional Development For Staff
A capacity building model that utilizes the transformational phase to implement structures and a
person centred support, rather than evaluative measures, is the next proposed solution. Minimizing the
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gap between management/leadership’s perception of service learning and teachers’ perception of it
mitigates discord and builds towards a uniform identity (Puusa et al., 2013). Building conversations that
surround the informal organization of staff involvement in the service learning culture of the school can
assist with unpacking and reconstructing the service learning program. Utilizing the transformational lens
of the congruence model to comment on proposed effects of this change is outlined in the table below.
Evaluation of Solution Two
An evaluation of an approach that emphasizes relationships over accountability encourages action
without punitive control. It frames action planning through the change path model (Deszca et al., 2020)
and mobilizes effective transformation and improvement through ongoing connections to stakeholders.
Table 2
Congruence Model (Deszca et al. 2020) & Fullan’s Dimensions of Change (2016) applied to Possible
Solution Two
Component of Change: Congruence Model

Proposed Effect of Change

Work

-Senior Leadership: support with PD
schedules throughout the school year
Middle Leadership: coordination of service
learning PD at MRS.
-Staff: attendance, participation in and
application of service learning PD at MRS.

- capacity building for staff through ongoing service
learning PD
- ongoing access to support models offered by the
service learning coordinator
- staff buy-in increases in-line with capacity-building
strategy

Formal Organization
of Staff Involvement

-Professional Development: support for
staff for PD throughout the school year. 90
minute sessions. Currently only once a
year.
-Staff training and support are limited to
adhoc appointments with the coordinator
and independent service professional
development requests.
-Beginning of school year PD session (1
hour) and end of year PD session.

-PD: emphasis on capacity-building PD incorporated
in Tuesday staff meetings, as well as ongoing
support from expert service learning speakers and
trainers (i.e.: Kathy Berger Kaye)
-Staff service learning development: encourage staff
involvement in the service learning cycle when
building relationships with the greater community.
-Increase staff contribution to collective culture
building to remove disidentification issues and build
cohesiveness (Puusa et al., 2013)

Informal Organization
of Staff Involvement:
Culture

-Service learning involvement → staff
currently contribute inconsistently to
service learning at MRS.
-Build trust between staff and improve the
culture of contribution to service learning.

-Build platforms to share and celebrate service
learning at MRS.
-Highlight strong practices in service learning
leadership and service cycle design
-Build positive relationships with staff through the use
of office hours and drop-in support

People

-Middle Year Service Coordinator;
secondary staff; secondary students;

-Coordinator supports staff using ongoing feedback
and support.
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organizations in the wider community;
parents

-Staff shift the culture of service learning to a central
component of practice in the curriculum and in the
school culture.
-Relationships between staff, students and
organizations are improved due to the capacitybuilding of service learning.

Fullan’s Dimensions of Change (Fullan, 2016, location 711)
Materials,
Approaches, and/or
Beliefs

Materials: time for staff PD from the service coordinator. Support documents to guide the
implementation of the service cycle (prompt questioning for student engagement, planning guide,
action support document, reflection frameworks, etc.).
Approaches: capacity-building pedagogical approach that emphasizes transformational leadership
through authentic examples of service. Accountability is informally incorporated through bi-annual
conferences with staff.
Beliefs: Pedagogical assumption of the importance of the IB learner profile and the core value of
service learning.

Taking the transformational stage and combining it with the mobilization and acceleration stages
of the change path model outlines the ability to utilize existing structures to action improvement; it
harnesses effective and time-measured change, assesses power dynamics with an emphasis on a
collaborative team approach (authentic leadership), and leverages change agents within the network
(Fullan, 2016). In order to shift to the acceleration phase, continuing to monitor and support teachers is
key; it is done through conferencing and touch base drop ins that build capacity by celebrating small
successes. The limitations of this approach are encapsulated in the contrasting documented strength of the
formal organizational aspects of proposed solution one.
While formal structures will exist, their evaluative criteria will be more qualitative in nature.
Building in more success criteria is important. It should be based on staff feedback that is time sensitive.
The inclusion of evaluative reports that comment and evaluate growth based on staff reflections would
further enhance its worth. Finally, possible student/community survey data can be used to help bolster
definitions of how the current state of the service program has been improved in order to manifest a more
authentic, fully supported service learning program. Keller (2015) addresses the complex ambiguity of
international schools and how they need to encourage community involvement through the creation of
effective teams. Haywood (2002) observes that idealism can threaten authenticity and argues for a
collectivist approach that shifts the power dynamic. By building capacity this model encourages a shift
from managing staff to empowering them.
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Finally, from a resource lens, time is the greatest cost in this model. It will require a systematic
incorporation of PD that combines a combination of general upskilling of all teachers through Kaye’s
(2014) service recommendations throughout the year. This would be organized through PLTs categorized
through MRS’s five pillars of service. Over the course of the CPM’s mobilization and acceleration
phases, PD specific to the pillared groupings would help focus ongoing support structures and resources.
Again, ongoing commitment from staff will require time and specific resources tailored to the partially
unknown needs of service based on the investigation phase of students and staff. It will thus need to be a
sufficiently informed PD model with an adaptive approach. Similarly, the next solution considers a whole
school approach from a policy lens.
Solution Three: Whole School Policy Development
This solution emphasizes clarity of vision to direct and implement change. It requires extensive
alignment between the board of governors, the strategic planning committee, SELT, staff and community
members. The consideration of policy development requires time to draft, develop, and amend directives
through cycles of feedback. Policy development is in itself an exercise in gap analysis.
Table 3
Congruence Model (Deszca et al. 2020) & Fullan’s Dimensions of Change (2016) applied to Possible
Solution Three
Component of Change: Congruence Model

Proposed Effect of Change

Work

-Senior Leadership: Includes director,
secondary principal, MYP coordinator/viceprincipal, middle school principal, and the
high-school principal
-Board of Governors: community members
who are all parents of students attending the
non-profit school.
-Middle Leadership: Service learning
coordinator. Department heads.
-Staff: secondary teaching staff.

-Development of explicit service learning policies to
guide the programs → would create a vision for the
program holistically to develop shifts in programs later.

-Beginning of school year PD session (1 hour)
and end of year PD session.

-Formal organization of policy directives: develop policy
that guides the formal programming of service learning
that is contextually relevant for MRS and moves beyond

Formal
Organization

-Intention to develop policies that can be reinforced by
transformational leadership models. Shift to more
equitable and clear service learning requirements and
program development guiding policies.
-Target: to close the gap between the work completed by
staff currently and create more equitable, rigorous service
learning at MRS.
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of Staff
Involvement

Emphasizes the policy development and
approval process based on senior leadership /
board of governors’ investigation.

the general recommendations of service learning from the
International Baccalaureate, which is general and noncontext specific for the Middle Years Program.

Staff: feedback survey to inform next steps for
policy development.

-Time-sensitives considerations of service learning
commitments.

Annual report of service learning coordinator to
feedback towards policy development.

-Staff requirements to evidence their participation in
service learning.

Informal
Organization
of Staff
Involvement:
Culture

-Current state: relationships lack trust and
clarity because of the ambiguity of service
policies at MRS.
-Intention: to build trust through accountability
measures of policy from senior leadership.

-Policies that encourage the specific power dynamics and
roles of staff in service learning, the role of the MYP
service coordinator in fostering relationships and the
specific, nuanced documentation process that takes into
account a growth-mindset for improvement.

People

-Administration (Senior Educational
Leadership Team - SELT); Middle Year
Service Coordinator; secondary staff;
secondary students; organizations in the wider
community; parents

-SELT: policy development that is comprehensive.
-Coordinator: implement and carry-out policy.
-Staff: abide by and support policy initiatives for service.

Fullan’s Dimensions of Change (Fullan, 2016, location 711)
Materials,
Approaches,
and/or Beliefs

Materials: Time - to seek support and feedback from staff, students and the community/parents; to evaluate
gaps in the program that need to be addressed; to develop the policy based on a comparative model; to build
on existing structures in order to implement policy effectively and efficiently
Approaches: Distributive/Collaborative model; transformational leadership approach
Beliefs: Empowerment through clarity of vision and practice for service learning; contextualizing policy in
order to make it relatable and achievable.

In this solution, the change path model is implemented by awakening the organization through
consultation from the community to identify the gaps and to implement a policy development cycle that
mobilizes and accelerates change. This acceleration builds on existing policies, as defined by the
International Baccalaureate guidelines that guide the curriculum at MRS (Deszca et al., 2020). Change
agent effectiveness (Deszca et al., 2020) is established and defined by the process that informs the policy
development. The vision is defined by an awareness of context, which comes through an authentic and
transformational leadership model. Its implementation will consider policy that is constructed by specific
PLTs from the staff led by the service coordinator and SELT.
Ultimately, emotions and values are prioritized to inform the congruence model in order to foster
capacity after seeking feedback to inform the policy development process at the board level (Davies,
2009). The recommendations and design can then be used in the mobilization and acceleration phases of
the CPM to oversee the school’s service program. The institutionalization phase would be the formal
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evaluation of the policies in practice with the actions of staff. The policies would require an element of
accountability and/or evidence based demonstration of staff participation in alignment with CIS/NEASC
and IB accreditation requirements. An evaluation of the solution follows.
Evaluation of Solution Three
This model relies more on a trust centred transformational approach for policy development that
has been previously used by staff with the design of a behaviour matrix model to deal with student
discipline issues. This change implementation required significant time, collective input, and ongoing
revisions. Since the approach is familiar, a basic structure exists that partially parallels that of the CPM.
However, the acceleration and institutionalization phases have not yet been fully experienced with this
previous policy development and the effectiveness of designing requirements for staff without providing
explicit support structures may require a future additional solution, one of which would be selected from
solutions one, two or four. Still, policy development has been linked to improved buy in when the process
of development of the policies is collective, diffusing power dynamics and creating unofficial teacher
leaders who support the communication, enaction, and accountability of the intended change (Hatcher,
2005). Time is required but the advantage is that the work required by teachers for the change process
itself is less than other proposed solutions. Rather, the leaders, specifically the service coordinator and
vice principal, would be charged with synthesizing feedback in the policy design process in order to draft
policy proposals for the board. During the acceleration phase, the upskilling of staff would not be a focus.
An expectation of meeting policy requirements that outline a commitment to service without
comprehensive instruction of how to do so may be a perceived drawback of this solution.
However, research by Leithwood & Jantzi (2005) counters that the impact of collective input in
the design process of policy and its communication can lead to an effective transformation. Furthermore,
they emphasize the importance of building a shared vision through shared goals that are communicated
collectively; this builds relationships and develops people through trusting and collaborative cultures
(Leithwood, 2019). The result is the creation of contagious optimism and confidence (George, 2003).
Egekvist et al. (2017) note that a transformational approach suggests power dynamics and relationships
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between stakeholder groups and school leaders are enhanced when the embedded teacher change agents
are motivated and empowered. If the policy development process is complemented by a reflection model
(Egekvist et al., 2017) that includes reflection for action, reflection in action and reflection on action, the
result is an innate framework for authenticity. This drives towards an action plan for change that can be
actualized in the CPM. Improvements for change in actionable way inform the curriculum solution also.
Solution Four: Improve Curriculum Service Projects
The IB’s shift in focus from community and service to service as action (IBO, 2020) has required
a greater emphasis on service learning as an integrated component of learning at IB schools. The action
component emphasizes design by students through investigation that is tethered to subject knowledge,
approaches to learning skills (ATLs), and their own personal interest. Because a great deal of time is
required to engage students in authentic service learning and teachers are required to constantly adjust to
the needs of students and the diverse range of issues and topics they might wish to investigate. Having an
innate structure to work with, like the curriculum, builds in a critical resource for teachers and students:
time. This change proposal would shift all service requirements into the curriculum, bolstering and
increasing curriculum requirements but making independent service initiatives outside of the curriculum
optional.
Table 4
Congruence Model (Deszca et al., 2020) & Fullan’s Dimensions of Change (2016) applied to Possible
Solution Four
Component of Change: Congruence Model

Proposed Effect of Change

Work

-Senior Leadership: Includes director, secondary
principal, MYP coordinator/vice-principal, middle
school principal, and the high-school principal

-Development of a more robust curriculum service
requirement in all subjects, with one unit of study per
year level per subject.

-Board of Governors: community members who
are all parents of students attending the non-profit
school.

-Intention to develop a more robust curriculum model
using existing curriculum and make independent service
initiatives optional.

-Middle Leadership: Service learning coordinator.
Department heads.

-Curriculum design would enable a natural in-school fit
for support.
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Formal
Organization
of Staff
Involvement

-Staff: secondary teaching staff.

-Target: to close the gap between the inconsistent work
commitment to the service learning cycle in curriculum
and independent service initiatives.

-Beginning of school year PD session (1 hour) and
end of year PD session.

-MRS and moves beyond the general recommendations
of service learning from the International Baccalaureate,
which is general and non-context specific for the Middle
Years Program.

-Emphasizes upskilling and community
partnerships through existing structures and time.

-Curriculum design PLTs.
-Staff: upskilling supported by subject department
initiatives
-Annual report of service learning coordinator to
feedback towards curriculum subject notes and IB
curriculum audit (2018 self-study).

-Use existing PD days.
-Partnership with HODs to provide in-school department
time to design service learning curriculum.
-Staff requirements to evidence their participation in
service learning is built into curriculum requirements.

Informal
Organization
of Staff
Involvement:
Culture

-Current state: relationship between staff is
inequitable, with some participating regularly in
curriculum service and others not doing so due to
grade allocations, inconsistent buy-in.

-Structures that encourage the specific power dynamics
and roles of staff in service learning, the role of the
MYP service coordinator in fostering relationships and
the specific, nuanced documentation process that takes
into account a growth-mindset for improvement.

-Intention: to build coherence and alignment
through structure, support and resources that will
improve the culture of service learning (trust,
authenticity, communication).
People

-Administration (Senior Educational Leadership
Team - SELT); Middle Year Service Coordinator;
secondary staff; secondary students; organizations
in the wider community; parents

-SELT: policy development that is comprehensive.
-Coordinator: implement and carry-out policy.
-Staff: abide by and support policy initiatives for service.

Fullan’s Dimensions of Change (Fullan, 2016, location 711)

Materials,
Approaches,
and/or
Beliefs

Materials: Time – to effectively redesign, improve and audit the curriculum. Resources to train and support
Kaye’s (2014) service learning integration.
Approaches: Distributive/Collaborative model; transformational leadership approach with authentic
conversations and PD.
Beliefs: Empowerment through time, relationships and conversations that directly align with curriculum
learning.

Evaluation of Solution Four
The strength of this solution is that it allows for a lot of formal structures to be leveraged that
already exist in MRS. It also allows the ethical issues of service to be unpacked in tandem with
curriculum needs. The current curriculum reform at MRS is being guided by a DEI audit that, if rolled out
simultaneously with the service learning proposal, would provide the time necessary for teachers to avoid
tokenistic service projects. Furthermore, the intersectional nature of service is complex and often
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addresses inequalities (Boyle-Baise, 2005) that require content specific knowledge to unpack the depth of
causations, especially with the pillar of service aligned with social justice.
Building buy in from staff will be positive in this model because of time being structured within
curriculum redesign and it will be reinforced by the current positive buy in for curriculum reform based
on DEI initiatives. The drawbacks of this model are that the require more leadership negotiations and
curriculum agreements from heads of departments (HODs), some of which have been previously reticent
to agree to service learning units due to a lack of training and upskilling. Solution Four is outlined in
Table 4.
Curriculum mandates, especially in the mathematics curriculum, often require skill development
to prioritize over service and inquiry projects. Building buy in will require some training and support
from the coordinator in all subject areas with subject-specific research that can springboard buy in.
Summary and Evaluation
Four possible solutions are evaluated: staff monitoring of service projects, professional
development for staff, whole-school policy development, and improving curriculum service projects. The
strengths and limitations of each solution are summarized in Figure 7. Figure 7 evaluates the degree to
which each solution attempts to meet the five requirements resulting from the gap analysis. When
considering all solutions, no one solution is a perfect fit to address, completely, all requirements.
Resource costs, time, work, and people, evaluated in tandem with the five requirements reveal that a
combination of solution two and four will be selected.
Solution five will combine the resources required for upskilling teachers and the curriculum
structure of embedded authentic, quality service project development. These two solutions offer the
greatest possibility of efficiently using time to effectively guide this change initiative. Clustering staff by
service pillar passions allows for voice and choice, aligns with transformational and authentic leadership
approaches, and leverages existing formal structures to implement Kaye’s (2014) research and
recommendations. It provides a common language for service learning and utilizes Frost’s (2012)
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innovation model to align collectivist principles with social constructivist methodology. Furthermore, it
emphasizes a framework to document service and build opportunities for community partnerships.
Figure 7
Possible Solutions to Address the Problem of Practice: Analysis

While community partnerships are perhaps the area of focus that receives the least explicit
support in this hybrid solution, dividing the PLCs by pillar groups allows for a strengths based approach
and encourages those focused on community partnerships to leverage existing connections with
community. The leadership ethics and social justice that inform these connections are likewise critical
components that are outlined in the next section.
Leadership Ethics, Equity and Social Justice
While ethical considerations have been embedded throughout this OIP, an explicit identification
and discussion of considerations, challenges, responsibilities, and commitments of ethics is essential to
frame the change initiative appropriately.
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Ethical Considerations
Ethical considerations of change are important. Robert Starratt’s commentary on the five levels of
ethical enactment can inform how leaders can transform a program’s culture within a school. They
include the ethical dimensions of leaders’ ethical enactment: as a human being; as a citizen-public
servant; as an educator; as an administrator/manager; and as an educational leader (2009). Care and
compassion serve as the guiding ethical principles between these five levels of ethical enactment. This is
reinforced by Wood & Hilton’s (2012) ethics of care, community, and justice. Most notably, the theory of
ethical leadership connects directly with appeals to the transformational opportunities of authentic
learning through a consideration of both the individual and the collective contribution (Starratt, 2009).
Linda Lambert (2009) emphasizes the importance of the relationship between community, students, and
teachers. It is reciprocal and must be linked to purpose and action in a learning community (2009).
Lambert spotlights the importance of reciprocity dimensions and how learning transpires through open
dialogue, reflection, action, and inquiry that is tethered to common goals. These goals align with Evans et
al.’s. (2012) approach of shared vision and transparent communication as it pertains to ethical leadership.
Berkovich’s (2014) basic foundational construct of authentic leadership is that it is founded in an ethical
understanding of communication that invites conversation, joint-learning, candor, presentness, inclusion,
care, empathy, and self-exposure, with an aim to create a circle of dialogical pedagogy. Berkovich’s
approach to leadership is innately ethical and requires these characteristics in developing community
partnerships, staff empowerment, and an aligned vision for service.
Power dynamics are significantly impacted by providing a safe and secure learning environments
for children (Louis et al., 2016) that parents can authentically witness. Perceptions of inclusion and safety
not only increase trust in learning communities but also encourage stakeholders to share their voice,
thereby promoting collective transformational leadership models that require a community of care
approach. The ethical dimension of schooling is also complemented through this paradigm. A careful
consideration of the cultural norms and values of the school population is critical in building authenticity
that reflects not only safety to parents but also the nuanced connections to the holistic curriculum of the
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school (Walker and Shuangye, 2007). Finally, challenging patterns of knowing (Walker & Shuangye,
2007) in order to prepare for unexpected, unforeseen contexts and social dynamics essentially encourages
an open minded approach to learning; this approach reflects the International Baccalaureate’s principles
of a world citizen student (IBO, 2020). It is inevitable that ethical challenges will arise throughout this
process.
Ethical Challenges
Begley (2006) emphasizes the fact that school leaders require frameworks and ways of thinking
that will include the full range of stakeholder motivations experienced in schools. The ethical lens that is
required for the service learning coordinator as the primary leader/change agent is important and also
challenging. Because the service learning coordinator functions as a supportive agent of change who does
not directly appraise teachers at MRS, the transformational obligations associated with change are more
aligned with empowerment, but also refracted back onto the coordinator. Ethics, professionalism, and
development require an intention based analysis that ensures that the coordinator is supporting service
agents with an informed, values centred approach (Begley, 2006). Auditing this process will require some
oversight from the vice principal.
An open communication detailing the ethos behind the professional development leadership of
Kaye (2014) and how it positively impacts the service supervisors will also be imperative. Gini & Green
(2013) highlight the importance of empowerment through the virtue of ethical transformation to
overcome issues with organizational change. They emphasize that compassion and care are critical
through communication and that ensuring teachers working under the change agent also echo the values
of ethical change that are modelled to them. This leads to the ethical responsibilities and commitments
required of stakeholders and change agents.
Ethical Responsibilities and Commitments
The commitment to the IB is, itself, an ethical commitment for MRS. Its alignment to the ethical
principles of the IB learner profile and the curriculum framework of service learning are examples of this.
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Furthermore, the requirement to provide service learning community opportunities that address social
justice issues reaffirms ethical alignment. Lassonde, C., & Israel, S. (2009) remark that having ethical
guidelines that drive the collaborative process of organizational change is paramount. The
recommendation for ethics officers to be go-to references that nurture ethical development, particularly in
private school contexts where there is an absence of a union or advocating body that would normally
advocate on behalf of staff. MRS has ethics officers who fulfill this role and their presence and referral
throughout the change process will be paramount, particularly when investigating and planning service
activities and ensuring community partnerships are respected.
Rayner (2009) underscores the value of integrative, relational, and functional paradigms that help
sense make and evaluate leadership profiles. Sense making is the synthesis of eclectic knowledge,
collaborative process, social systems and personal action that complements a change model predicated on
continuous learning and adaptation (Rayner, 2009; Evans, 2012). Service learning is a dynamic learning
experience that requires constant attention to dynamic relationships in the community and changing needs
based on the service cycle’s investigation stage. Evaluating the needs of service is predicated on
evaluating purpose, intention, and action but this should be done with the international community of
MRS in mind. Rayner (2009) emphasises that inclusive leadership should remove barriers to learning,
leverage access to the curriculum, and foster consensus. This charges the service coordinator with the task
of ensuring accessibility to professional development despite cultural differences, while also ensuring
ethical, moral, and authentic leadership are enacted (Duignon, 2020) through dialogic pedagogy
(Berkovich, 2014). It will require representation from the host country’s first language to inform the
direction and navigation of DEI challenges, as well as ongoing consultation with the Student Support
Services’s coordinator’s input.
Chapter Two Conclusion
The second chapter’s focus on evaluating organization change and developing a realistic OIP
solution that recognizes leadership models, ethics and MRS’s context was key. Service learning is a core
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IB curriculum value that allows students to explore intercultural understanding, realistic problem-solving,
and authentic responses to community needs. Lakin & Mahoney (2006) highlight how service learning
can benefit students’ different stages of social and psychological development and underline the
importance of building a community of teachers that value the ethos of community service. Selling
service learning as an integral component of the school’s culture is key; this is achieved by highlighting
transparent communication and detailing the benefits clearly. Empathy, patience, civic justice, and
multicultural competence (Einfeld & Collins, 2008) are all benefits that help open the doors to
implementing a proposed solution at MRS that synthesizes a recognition of needs that match the gap
analysis findings. The need for time, cultural enrichment, aligned pedagogy and effective pedagogical
implementation are all key. Chapter Three will focus on the implementation, monitoring and
communication of the proposed organizational process and solutions.
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Chapter Three: Implementation, Evaluation and Communication
Implementing a change initiative in an organization such as a school requires an awareness of the
complex nature of education and how its stakeholders respond in multivariant ways. Balance affects
change and is important when considering motivation, growth, time, stability, innovation, collaboration,
control, coordination, and focus (Detert et al., 2000). Balancing community engagement with assumptions
and limitations requires a deconstruction of the factors that affect the intersectional nature of the change
process (Boyle-Base, 2005); it requires a definition of some key terms and an evaluation of the context of
the organization that aligns with the selected leadership approach. This CIP’s intention is to create both a
short and long term vision for change that is implemented through a process that balances structure with
adaptability; it strives to recognize the ethos of a collaborative human centred organization through
authentic and transformational leadership techniques previously mentioned in Chapters one and two of
this OIP. The change approach is compartmentalized into a two year timeline that is guided by the
structure of the CPM and informed for adaptability by the PDSA cycle. The communication of change
must thus align to a feedback cycle that can mirror the cyclical dialogic feedback for authentic
transformational growth, which Beatty’s (2015) communication model affords; it is complemented by
two way communication anchors that harness formal and informal mediums and also recognizes the
importance of the socialization of change incrementally over time (Lewis, 2019). A plan to implement
this change follows.
Change Implementation Plan
Communicating the change initiative across the secondary school will encourage a collectivist
approach that combines individual voice that naturally supports a social constructivist perspective; this
support undermines traditional hierarchical leader and follower relationships where compliance and
passivity give way to subservience (Liu, 2017). MRS requires a combination of authenticity and
transparency with any new initiatives to be successful. Because the school has been evaluated at an
exceptional standard through accreditation traditionally (NEASC/CIS & IB, 2015; 2018), its focus
remains on excellence and maintaining those standards. The proposed change plan recognizes the
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importance of the effects of both internal and external environmental impacts on culture, management,
and general organization. Data is used to inform action in the CPM. It recognizes change readiness as a
product of authentic investigations that target engagement, which is later defined in this section.
Engagement does, however, involve three components that affect the actors functioning within an
organization: thinking, feeling, and acting (Towers Watson, 2013).
The rational cognition/thinking about an understanding of why a change should occur is
dependent on an explanation tethered to guiding visions or missions. In this case, the strategic plan (MRS,
2020) anchors the rationale for change and encourages the improvement of community partnerships and
service learning. Furthermore, the emotional/effective attachment to the organization’s goals is
complemented by a choice based autonomy model. This model allows teachers to design their own
professional growth and emphasizes sharing the strengths each staff member brings to the community.
The final component of engagement that supports the alignment of this change plan with MRS is action
and the desire to move beyond the minimum requirements of service learning. The plan hinges on the
desire to create change through existing professional development time allocations and encourages
accountability through collective participation.
Implementation of the Change Plan at MRS
Developing clear expectations for staff and students is important in order for service learning to
be successful (Hatziconstantis, 2016). The PDSA model in conjunction with the CPM form a strong
relationship to evaluate potential stakeholder reactions at MRS. As a precedent, staff are highly involved
in change initiatives at the school and all such change initiatives must be presented in alignment with the
updated strategic plan, targeted accreditation data, and the curriculum ethos of the IB. The awakening
phase of the CPM emphasizes the importance of collecting data to inform the process. The use of surveys
to collect staff voice on perceived issues with the change implementation plan is key. Moses (2004)
argues that reciprocity, publicity, and accountability are important. Reciprocity involves justification for
change that is a two way process that directly leads to publicity. This concept is that any actors in the
change process should be upfront and justify their actions to all stakeholders who are involved (Moses,
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2004). The accountability facet is symbolic of open dialogue and aligns with a social constructivist
principle of change. For this change implementation plan, accountability is directly aligned with the
transformation process through cyclical open dialogue, open mindedness, empathy, and self exposure
(Ladkin & Taylor, 2010; Zauderer, 2000; Schmid, 2002; Berkovich, 2014) approaches to engage and
inform stakeholders.
Engaging and Empowering Stakeholders
The use of these three concepts function as a bridge to inform the awakening phase of the change
process. Adaptation using responses to stakeholder voice requires constant monitoring through service
learning professional development, as well as with the activities themselves. While the agency of the
service coordinator limits his role to implementing the solution via existing frameworks and time
allocations, preparing for the change process permits the submission of proposals for change initiatives
through SELT. These proposals will be informed by in person feedback sessions. It will also collect voice
through surveys and the formulation of PLCs based on common passions for learning and growth. Data
driven initiatives tied to the strategic plan at MRS will round out the informed action. Current data
suggests that there is a need and desire to improve the service learning program based on NEASC/CIS
accreditation data (2018) that aligns both parent and teacher stakeholder voices. Developing more robust
alignment among staff starts with validating those voices in the awakening phase of the CPM and then
following with the planning stage of the PDSA model.
The collection of data through accreditation reports and the voice of staff aligns with a social
constructivist approach. It is also transformational in its ethos in that the change agent responsible in
leading the change, the service learning coordinator, is embedded in both the professional development
process and the actionable service learning activities. Norlin (2020) evaluates the trends in
transformational leadership models and comments on the importance of shifting from instructional and
goal orientated management to a values based transformational ethos. Values within a transformational
leadership lens ensure that the authentic leadership model is actualized by ensuring the organization’s
core guiding principles are embedded within the change process.
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The reach of strategic vision requires the consideration of long term impact, a high tolerance for
ambiguity, a self-supervised/autonomy centred philosophy of control, and a growth mindset approach
(Norlin, 2020). The CPM and PDSA cycle can thus be informed by growth that is data-driven but also
person centric. The power dynamic is not that of a more traditional transformational approach where a
leader’s character traits function as the pinnacle of guideposts in creating a replication of values through
mirroring; rather, the intention is to row together in an effort to uphold existing ethical-social and
emotional-developmental values (Norlin, 2020). Ethical, economic, and emotional values help guide a
differentiation of the internal and external factors impacting the organizational change that will be
monitored; these values are based on developing mutual trust and commitment through ongoing learning
via autonomy and true professionalism (Norlin, 2020; Frost, 2012). By creating choice within the change
readiness approach in the awakening phase the leader offers an enriched leadership approach that
espouses to validate the very curriculum outcomes of the IB that are being explored through service,
creating a sense of community even within the change process (Lakin & Mahoney, 2006).
Leaders who foresee that change is a multifaceted, complex process are more likely to implement
change successfully in their respective organizations. The living system of schools demands a flexible
approach that leverages insight and understanding in order to build a dynamic blueprint defined by a need
to build capability and maximize potential (Rowland & Higgs, 2008). Mobilizing a collaborative process
requires an understanding of what it means to engage and empower staff. Hodges (2018) argues that
engagement is a key enabler of change and that it is challenging to define in the literature. She settles on a
recognition that it is job satisfaction, which she defines as a commitment to the organization and extra
role behaviour where the individual goes beyond their role description’s expectations (Hodges, 2018). In
other words, engagement. Her surveillance of engagement in research notes that it is imperative in
defining organizational change and that passion, profound connection and innovation are all key to
defining the attributes of an engaged stakeholder. Empowerment for the purpose of this OIP is defined as
a process by which people gain mastery of their own roles within an organization (Kuokkanen et al.,
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2007). Engagement and empowerment are challenging to monitor but have parallel exhibitions in
organizational change. The benefits of the organizational actors are next considered.
Benefits for the Organizational Actors
With the introduction of service learning as a formal contractual obligation of staff, the annual
appraisal process conducted by the SELT will inquire about staff’s role in supporting service learning in
both curriculum and non-curriculum capacities. This CIP benefits individual stakeholders by providing
them the time and space to build their understanding of the service learning program and to implement it
effectively. The enrichment of curriculum outcomes for service and community partnerships ensures the
creation of safe spaces for dialogue across difference (Auerbach, 2012) in order to address conflicts and
challenges that are impeding service learning at MRS. Building a climate of belonging through change
initiatives ensures staff feel a sense of collective responsibility within the organization. Informing this
process with value added data (Bradley, 2013) that increases accountability through non punitive means is
key. Finally, a research informed approach to change is a cultural norm at MRS and setting direction for
service learning activities comes from well trained teachers who can shape purpose, manage agency, and
ensure practical understanding (Hatziconstantis & Kolympari, 2016). They are the critical change agents.
Change Agents
The development of PLCs who are empowered to authentically engage in the change process
based on existing data is central to the CPM. In order to ensure that hybrid solution five is successful,
these change agents must be strong existing service learning participants who have elected to engage in
the organizational change process. The mobilization of change through buy-in is best informed by the
anticipation of change agents, particularly from a macro lens that takes into account the individual
contribution capacity alongside the management and motivation models (Howard, 1994). Creating the
positionality, culture, and context for change requires an authentic leadership approach that opens the
door for dialogue (Auerbach, 2012), which is a focus for the change process proposed by this OIP.
Representation from secondary faculty to participate in the Service Learning Implementation
Team (SLIT) PD series based on choice is important. The awakening stage of the CPM requires an honest
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look at not only data from the reports but also from the lived experiences of faculty, something that can be
facilitated from the beginning through staff SLIT. The SLIT team should also include participants who
are from SELT and the parent community. The PLC groups that follow based on a common focus for all
secondary staff will be based on a combination of short listed targets for growth that have been designed
based off of the NEASC/CIS (2015; 2020) and IB (2018) accreditation data in conjunction with the
missions and aims of MRS through the strategic plan (2020). Authentic leadership calls on dialogic
connections between these transformational leadership groups that can create absorption and engagement
(Hodges, 2018). Engagement as a process recognizes that change is itself incremental alongside buy in.
Further to this, stakeholders require motivation, which benefits from having a clear sense of direction,
purpose, and belonging. Motivating features of the workplace that will guide the design of the PD series
and the investigation process in the awakening stage are autonomy, variation, identity, importance, equity,
and feedback (Norlin, 2020). These features align with a social constructivist approach and balance
accountability with human centred autonomy. This autonomy is solidified through cycles of
communication that flatten hierarchy, heighten care (Beck, 2001), and centralize respect through an
ethical lens (Brown & Trevino, 2006) in order to review the progress of change. These are fundamental
characteristics of authentic and transformational leadership approaches that emphasize empathetic ability
(Barling, Slater & Kelloway, 2000; Berkovich, 2014).
Further change agents include the service coordinator who will lead the change process through
the two years of change. The agency of the service coordinator is empowered by the role descriptors
including the improvement of the service program in through curriculum, staff, and community. Napier et
al. (2017) emphasize the importance of having the people in an organization have an equal impact on
project decisions in order to mobilize the transformation process. Their research informs the CPM’s
change readiness component in the awakening phase. The change readiness survey designed to assess the
curriculum reform and upskilling of teachers in the service learning program will be used to inform
people readiness. It will also inform the groupings that will enact the change process through a distributed
transformational process.
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Finally, community partnerships will be an extension of the process of curriculum and in dschool
service learning enhancement. Giving voice to these partnerships will be challenging in light of the
existing cultural bubble that is inhibiting two way communication between the school and the greater
community. In order to address the ethical and social justice issues limiting these connections based on
perceptions of class, as well as language barriers, dialogic engagement that uses leadership as a tool to
subvert unequal power structures will be employed (Liu, 2017).
Figure 8
Change Implementation Plan Visual
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The cyclical nature of the feedback loop used to inform the CPM phases encourages ongoing
evaluations and assessments of this OIP’s progress. Adaptive responses to the change process will
leverage existing structures in order to bolster curriculum and PD models that inform stakeholders
through PDSA data. This change implementation plan informs the aims of the change process.
Short, Medium, and Long Term Aims
Looking at Figure 8, which outlines the change implementation process, there is an outlined
timeline that organizes the change process. Within the awakening phase, a short term goal is proposed
that involves gaining stakeholder buy in by collecting voice. Moving to the mobilization phase, engaging
staff in the PD and design process for curriculum work through the upskilling of service learning is the
target. The service coordinator’s agency here permits his ability to organize, design, and facilitate PD that
is both in person and school inspired, as well as expert led. Involving the expertise of Cathy Berger Kaye
(2014) is crucial here as she espouses to build collaboration, awareness and personal engagement through
a recognition of the professional self (Anderson, 2010). These first two phases take place over a ten
month timeline, following with the acceleration phase in the next year. During this time period the
objective is to further establish norms of the service learning curriculum by ensuring draft units across
subject areas have been designed and implemented with room for growth.
The upskilling of teachers will continue through phased PD designed around Kaye’s (2014) latter
implementation strategies, particularly those involving community partnerships. Finally, the
institutionalization phase will be characterized by PDSA inquiry that sees the designed units sent to the
IB for evaluation, with an explicit intention for feedback on the service learning principles alongside a
formal appraisal of staff using their contractual obligations for service. These appraisals will be coconstructed from the goals set individually by staff two years prior. The goals will be designed in part
with the strategic plan in mind but also using the pillars of service and the PD and PLC aims to inform
their own professional feedback. How this would look in the school community would be robust, quality
examples of authentic service learning being enhanced within the curriculum and through students.
Community partnership components would be in the beginning stages but would provide room for
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eventual growth through future PDSA cycles build bridges and community through transformational
approaches (Giles et al, 2005).
Change Agent Reactions
Using the process of the PDSA model to inform cyclical feedback as the SLIT, PLCs, and service
coordinator mobilize, accelerate, and institutionalize the change is critical in informing adaptations and
adjustments that may be required. While meetings for formal training will exist, informal professional
development and growth will occur as service supervisors in the school (all secondary staff) experience
the design cycle of service learning in order to understand and develop people through improved
motivation, commitment, and working conditions (Leithwood, Harris & Hopkins, 2008). Ongoing
supervision and support from SLIT and the service coordinator will mitigate possible deviations from the
program’s goals and objectives through the allocation of time as a resource; this will leverage impactful
organizational improvement components. For example, many staff will have professional design while
leading service activities that are not in line with best practice. They may also not apply the PD ethos
surrounding upskilling. Anticipating a subversion of the change process in small ways allows for a greater
platform of recognition of possible reasons for this challenge earlier in the phase, thus taking the steam
out of the boiler pot of conflict that could derail the train of progress.
Tichner-Wagnar et al. (2017) posit that the PDSA cycle can help move an organization from
development to refinement and from refinement to implementation by learning from data. Short and long
term cycle testing are both effective in navigating the change process. Looking at potential challenges is
also key.
Potential Implementation Issues
The advantage of the CPM and PDSA cycles guiding the implementation of change is the
embedded capacity for adaptation and flexibility should challenges occur. Three potential distinct
challenges with implementation have been identified that could hinder the progression of this change
plan. The first considers previous program facilitation at MRS.
Potential Implementation Issue One: Previous Program Facilitation
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The buy in for staff may be a challenge due to previous lack of oversight of service learning at
MRS and a low motivation, low management model. Changing patterns, habits, and behaviours in
response to established routines is challenging and requires a reliance of the ethos of this change
implementation plan. By providing voice and autonomy balanced with support and accountability, staff
should provide input in the change readiness diagnostic process during in person meetings and via
surveys designed around the strategic plan’s vision and mission. Using equity, importance, and identity as
motivating factors for change will create a motivation to shift previous perceived habits (Norlin, 2020).
These psychological methods to improve change patterns and avoid returns to ineffective service design
processes are met by ensuring the change agent can articulate the mission, vision, and purpose of the
change (see change readiness). It is key that the service coordinator can communicate the change plan so
as to make each individual member of the school community a part of the change process lifting them up
and emphasizing how they are developing and growing as a professional (Norlin, 2020). This effectively
creates collaborative responsibility through distributive leadership frameworks that engage transformation
from an equal footing (Boyle-Base et al., 2001). Considering how transformation can unintentionally
silence change agents is also a potential issue in the change process.
Potential Implementation Issue Two: Silencing Change Agents
Qualitative data trends inevitably omit some voices. The PDSA cycle should aim to capture
holistic perspectives as comprehensively as possible through the development of the professional learning
communities. Offering a platform that includes anonymous stakeholder voice that encourages feedback
without staff feeling targeted or blamed will encourage more constructive direction that will ultimately
improve buy in. Nicholas et al. (2019) emphasize the benefits of empowering change agents through the
anchoring of long term results, not only for the students participating in service learning but also for the
adults supervising them. Providing a voice for SLIT members to celebrate their learning successes and the
successes of service supervisors from throughout the community not only echoes the need of the
acceleration phase of the CPM but also ensures that service learning is predicated on authenticity. With
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all these initiatives and stakeholders, documentation and action can get lost in the shuffle and this
potential issue is considered next.
Potential Implementation Issue Three: Documentation and Action
It is highly probable that the good will of many teachers will mean improvements are occurring in
various capacities throughout the program. However, without documentation, action, and study, evidence
and tracking of change cannot be thoroughly validated. Change agents that do not value the
documentation during the do and study phases of the PDSA cycle can cause a gradual de-escalation in the
rate of change or a complete derailment in expectations and, ultimately, the proposed change. If external
training by Cathy Berger Kaye is not possible and the coordinator needs to upskill to develop and
implement training, buy in could be affected; this disconnects PD from the front line of professional
development during a pandemic and could threaten to undermine the performance measures of the
change. Bourne et al. (2000) argue that this leads to the inevitable undermining of change and that an
investment in illustrating and highlighting the value of impact creates an organic currency of sorts in the
change process. This currency is created by actively monitoring the change process and providing
feedback to inform growth. This feedback must be authentic, timely, and nuanced. Citing Celio’s et al.
(2011) research on the benefits of service learning emphasizes that this feedback must occur throughout
the training process; it will also mitigate potential conflict, as well as subversions of buy in, particularly
by addressing self-esteem and self-advocacy. These features are also tied to MRS’s strategic plan (2020).
Further considerations of limitations and how to prioritize the change process’s goals are important to
consider.
Limitations, Challenges and Priorities
The challenging nature of the service learning program and its complex system of interconnected
human relationships that rely on each other for the success of the program make limitations and
challenges a true reality. Specifically, the scope of the service learning change plan initiative is vast and
the upskilling of teachers and curriculum reform on their own sound simplistic and potentially achievable
by that merit. However, the opposite is most probably the case. One cycle of change will not invariably
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change the entirety of service learning at the school. Giving more attention to implementation features
that support informal learning within a school’s culture (Martin et al., 2016) will help galvanize change
and avoid policy based directives that are removed and authoritative. Having clear expectations of
students and teachers based on co-constructing and shaping the vision for purpose is foundational to any
change plan’s success (Hotziconstantis & Kolympari, 2016). It also leverages agency by clarifying the
expectations/roles of staff. Following this, resources are required to implement the change effectively.
Required Supports and Resources for Change
The resources required for the change process hinge largely on time, technology, finance,
information, and persons. Throughout the change process a variety of resources will be drawn upon
depending on the phase and in response to the progress of the change implementation. Recognizing that
the implementation of education initiatives are complex and require an adaptive approach that is context
dependent is key. The knowledge mobilization is complemented by reciprocity and resources that
encourage mutual engagement, collaboration and cooperation (Zuiker et al., 2019). In this instance,
service learning curriculum design and its general ethos are the KMb Zuiker (2019) refers to. The
resources outlined are designed around the dynamic relationship centered nature of the leadership
approach and the nature of service learning. They encourage an alignment with this OIP’s methodology
and for the change agent to adapt to a variety of situations as needed. This is because various PD,
workshop, conferencing, and curriculum development tasks require unique resources that respond to the
needs of the community (Yukl & Mahsud, 2010).
Table 5
Resources Required to Effectively Implement Service Learning at MRS
Resource

Explanation and Purpose

Placement in the change process: CPM; PDSA

Time

•
•

Awakening phase: formal beginning of semester
professional development days.
• Mobilization and Acceleration: routine meetings
for SLIT. Pull-out days (off timetable) for PD
design and curriculum project examples. Crossschool service celebrations and PD with staff
(release time). Staff meeting allocations. Service
Fair celebrations.

•
•

For investigation and deconstruction of incentives
Professional development allocations: weekly,
monthly, quarterly / each half-semester.
Service learning supervision time (after school
booking allocations)
Supervision and support time allocation for the
service coordinator
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o

•

Technological

•

Increase from 20% → 35% time
allocation to support and mentor staff in
timetable

•

Institutionalization: time for PDSA cycle to
inform the need to either re-evaluate and train
staff, with a focus on autonomy and
empowerment through service pillar-focused
experts (for those requiring ongoing support
with implementation) or expansion of service
through more community partnerships (beyond
year 2).

Management and professional development
resources through Veracross (new educational
technology platform for assignments, attendance,
documentation, etc.)
o Collate evidence of engagement with the
service cycle here
School iPads and cameras to document service
learning progress

Awakening, Mobilization, Acceleration,
Institutionalization (ongoing).

Awakening, Mobilization, Acceleration.

Financial

•

PD fund allocations → secured as a placeholder due
to the strategic plan aims and objectives

Informational

•

Resources to support empowerment and
engagement based on the investigation of the need
for change
o Examples: resources to help guide the service
learning cycle for each stage of implementation
(investigation, planning, action and reflection)
o Resources for service promotion
o Resources for communicating the impact and
value of service at MRS
o Community stakeholder voices used to support
impact evidence
o Staff case studies of previous successful service
activities that model the service cycle
o Google classroom allocations of resources to
collate information

Awakening, Mobilization, Acceleration,
Institutionalization (ongoing).
PDSA
• Plan: investigation resources.
• Do: actionable documentation resources to help
guide service implementation, upskilling,
curriculum design.
• Study: during the awakening and mobilization
phases, study impact, articulation of objectives
using the service cycle and PD resources,
appraisal targets (designed from the strategic
plan), reflections from service coordinator
conversations (dialogic communication and
authentic transformation model)
• Act: apply feedback and conclusions from the
study of impact to realign and improve the
implementation plan.

Human

•

Professional development experts: Cathay Berger
Kaye (2014), IB service learning workshop leaders,
inquiry learning leaders from neighbouring IB
schools, in-school experts in primary and secondary
leading PD.
SELT (Senior Educational Leadership Team):
support from the high school principal, secondary
principal, MYP Coordinator/Assistant Principal.
Service coordinator: lead change agent.
Service learning supervisors: teachers in secondary
school (all).
SLIT (service learning implementation team)
teachers: selected based on existing buy-in and
engagement.
Community partnership representatives.

Awakening, Mobilization, Acceleration,
Institutionalization.
• Adaptable model for stakeholder involvement
throughout the change process.
• Community partnership reps: institutionalization
phase for expansion and improvement of the
service learning program.

•
•
•
•
•

The resources outlined in Table 5 are responsive and are required in order to engage with
knowledge mobilization, which is the information component of the resource allocation categorization
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(Zuiker et al., 2019). Ensuring that research impacts the change process requires an emphasis on
interactive, social processes that underscore the importance of collaboration, reciprocity, coordination,
and cooperation (Zuiker et al, 2019). Because there are numerous competing values that require different
resource allocations in the change process, an adaptive resource model is that much more necessary (Yukl
& Mahsude, 2010). Shifting from the resources required for change implementation, the change process’s
monitoring and evaluation methods will now be addressed.
Change Process Monitoring and Evaluation
The PDSA cycle offers a structure from which to monitor and evaluate the change process. Within that
cycle, MRS will manage activity tracks with tools of practice that consider the network, meaning and
practice of stakeholders. Lewis (2011) synthesizes the process of monitoring in a chart that complements
the CPM and the PDSA cycle; it outlines the interchange between monitoring and articulating goals,
designing a communication plan, analyzing input, and influencing the implementation climate (Lewis,
2011). This structure acts as a complement to the PDSA cycle and helps to unify both the change process
monitoring and the plan to communicate the need for change. The monitoring and evaluation relationship
is mutual and both are required to track and gauge progress.
Monitoring plans are a guide that inform a systematic collection of routine performance data and
information (Markiewicz & Patrick, 2016). The PDSA cycle functions as a framework to both monitor
and evaluate the proposed organizational change but is further benefited by a structure to tether the
aspects of the cycle to goals, intentions, and evaluation and monitoring criteria. A hybrid composite is
outlined below which details the relationship of the PDSA cycle to the evaluation and monitoring
framework. The PDSA model’s function is to evaluate the change process’s potential as it is
implemented, beginning with intended goals/outcomes, actions that implement the change, evaluations of
the outcome to inform potential shifts to the approach, and to modify and adjust in response to monitoring
and evaluation (Donnelly & Kirk, 2015). These are affectively the plan, do, study and act components of
the PDSA model.
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As previously noted, the PDSA cycles are embedded in the CPM phases. It will adapt to the
change process as different phases of the change implementation plan are experienced. The next section
will break down the respective PDSA and CPM alignments and detail how the PDSA cycle will be
adapted in order to authentically shift the service learning culture at MRS.
The PDSA Model/Cycle
Different iterations of this PDSA model have been used traditionally and it has been adapted over
the years to reflect a variety of different educational change contexts. Some facets of the PDSA cycle will
remain constant throughout the change implementation plan’s timeline. These are noted as anchor
features. The dynamic features affecting the implementation define the shifting characteristics of the
PDSA cycle as each phase of Deszca et al.’s (20202) CPM is entered. The change implementation plan’s
assessment will be guided by evaluative questions designed using a combination of program theory and
logic to bridge stakeholder voice through the strategic plan, a balance of stakeholder interest
representation, and a representation of divergent and convergent processes (Markiewicz & Patrick, 2020;
Fitzpatrick et al., 2011). The monitoring aspect functions as a guidepost for ongoing adjustment and
checkpoints, while the evaluation component informs a more formal marker of progress. Evaluative
criteria include the appropriateness, effectiveness, efficiency, impact, and sustainability of the change
(Markiewicz & Patrick, 2020). The cycles of monitoring and evaluation inform ongoing commentary on
progress to ensure that improvements are implemented (Donnelly & Kirk, 2015).
The use of this combination of PDSA and CPM aligns with the social constructivist and
authentic/transformational leadership approaches. Bourne et al.’s (2000) advice on how to evaluate the
conceptual and literal products of a change process applies aptly; it encompasses stakeholder
perspectives, internal perspectives, and the innovation/learning perspectives through a lens of impact
currency. The improved nature of MRS’s service learning program has a cultural by product of change
that can be evaluated throughout the CPM’s process also; that is, the humanistic element of a relationship
centered program should encompass the basis of the evaluative process, rather than solely a clinical
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completion checklist. Still, a balance of accountability through teacher and administrator/supervisor voice
is needed in order to harness the existing line manager structures that exist at the school.
Evaluation Questions
DeFlaminis et al. (2016) recommend breaking down the first order and second order elements of
change occurring in the system in order to inform the monitoring process. The first order components
involve change occurring within existing structures, while second order change implements systemic
transformation (DeFlaminis et al., 2016). The upskilling of teachers is first-order, while features of the
curriculum reform move between first and second order reforms. Regardless of the order of reform,
DeFlaminis et al. (2016) highly recommend that teachers help support the change they create. Thus, the
formation of SLIT as a representation of teacher leadership builds an authentic variable to help transform
the service learning program; this team will work in conjunction with the service coordinator to monitor
and evaluate the program through the PDSA phases. The questions designed to evaluate the change
process are a result of collaborative staff input, as determined by the strategic plan and previous year end
professional development foci regarding service learning.
CPM and Guiding Evaluation Questions
Table 6
Alignment of questions arising from the POP and stakeholder-informed monitoring/evaluation questions
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The guiding questions aligned with an evaluation based on accreditation data are outlined in
Table 6. Each respective guiding question is tethered to a stage of the CPM. These questions will serve as
the basis from which the evaluation and monitoring process will be tracked and guided throughout the
CPM.
While the table indicates natural, incremental alignment between certain guiding questions and a
particular phase of the CPM, room exists to cyclically revisit and address these questions in a fashion that
mirrors the leadership, evaluation, and monitoring processes by using a dynamic, adaptive approach.
Monitoring this approach through an evaluation plan follows.
Monitoring and Evaluation Plan
Evaluating the progress of the service learning program’s improvement requires an audit that is
adaptative throughout the CPM. This is because the staff’s needs are varied because the needs of the
program itself are dynamic and adapt to community and students’ requirements on both micro and macro
levels. The nature of implementation is subject to unforeseen challenges. Each individual’s perceptions of
appropriateness, change agent support, and valence frame perceptions of stakeholders regarding
organizational change (Holt et al., 2003). Thus, ongoing evaluations of buy in are key.
The initial stage of the change implementation plan is predicated on the need to ensure a powerful
vision for change is designed based on a vision that is informed by stakeholder voice, informed data
through the CIS, NEASC and IB accreditation reports, and theoretical research studies. The planning
stage aligns with the awakening phase. The awakening stage requires an articulation of the gap analysis.
The PDSA cycle is mainly concerned with the mobilization, acceleration, and institutionalization phases
of change, as these are focused on active change progress. However, this OIP suggests using the PDSA
cycle in the awakening phase in order to analyze and anticipate planning for the future action stages. It is
primarily appropriate for the transition period between the second phase (mobilization), where the focus
shifts from a vision of the change to the systems and actions that will implement that change.
Throughout the initial CPM stage, teams will meet at MRS to communicate the gap difference
between the current and desired state and will express the two clear objectives for the change
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implementation plan. These objectives necessitate the importance of ensuring that the change
implementation maintains its course. The initial stages of the change plan will require SELT, SLIT, and
the service learning coordinator to meet and review the data from the accreditation reports and the
community surveys in order to validate the placeholder goals and objectives for change. This utilizes
existing authentic leadership models in order to leverage change through building readiness; Taylor &
Adelman (2007) emphasize that the readiness of a culture for change comes down to ensuring supports
and structures are in place to provide capacity-building through appropriate resources. This is, in essence,
an awakening of stakeholders that is facilitated through a combination of accountability and
empowerment.
Figure 9
MRS PDSA

Note. Action goals anchored to staff development and community partnerships are revisited throughout
the different stages of the CPM. This model is based on Deming’s PDSA model (1993) but adapted using
the guidance of using the PDSA model for effective change management, Donnelly & Kirk (2015).
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The incremental process of change requires a consideration of how the vision for change outlined
by the change agent also needs to be designed collaboratively. Essentially, the change implementation
plan should consider the long term consequences and impressions of the program and not just the
effectiveness of the completion of service learning outcomes. Developing lifelong commitments to
service by empowering others is evidenced by career choices made by the students that live by an
authentic service ethos. The alumni organization’s feedback contributions for MRS can determine the
extent of influence of socio-political empowerment through service. This a strong indicator of authentic
engagement with service learning.
Monitoring and evaluation data will be analyzed and synthesized, leading towards evaluative
judgments and conclusions that result in answers for the guiding evaluation questions (Markiewicz &
Patrick, 2020). The PDSA model (Deming, 1993) is a reliable and effective change monitoring method
that is simple and works effectively with other customized monitoring resources and tools (Donnelly &
Kirk, 2015). This monitoring and evaluation method uses a triangulation of sorts to gather teacher voice,
the coordinator’s observations, and the students’ learning to inform the progress of the change
implementation plan. This plan situates itself well in a social constructivist framework. The CPM will
cyclically utilize the PDSA cycle in order to inform the feedback loop for the transformation process and
to communicate progress to staff each quarter for two years. The social constructivist principles of
informed target setting based on collective voice will be applied.
Progress Reports
A continual use of these anchored PDSA foci will be used in conjunction with dynamic aspects
that are outlined in more detail in the timeline featured in Figure 6. The up-skilling of service learning
teacher supervisors is multifaceted and is to be achieved through the following goals: the first goal of the
service learning program development is to support teachers with the implementation of the program,
while the second goal is to complement this development with the enrichment of the service learning
curriculum at MRS. The evaluation questions noted in Figure 3 will guide an interpretative inquiry
approach that guides monitoring and evaluation. The SLIT and the service coordinator will review the
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respective data and outcomes using Markiewicz and Patrick’s (2016) monitoring and evaluation
guidelines; they will collect data linked to ongoing anchor PDSA cycle evaluations, conduct the
appraisals of teachers, and monitor the impact of service learning training and implementation
projects/PD.
All teachers can determine which service pillar they wish to supervise, giving them autonomy and
a voice in their learning journey for service. This also balances accountability that is in line with the
transformational approach. Fostering capacity building and higher levels of personal commitment comes
from tethering organizational goals with open dialogue, thus perpetuating a narrative that power and
autonomy are a product of inspiring others through collective aspiration (Leithwood & Jantzi, 2009).
While appraisal is only partially informed by the contributions of the service learning coordinator, the
annual teacher review process will encourage faculty to select service passions that are tethered to their
professional passions and/or professional development goals. These evaluations will occur at the
beginning and end of each academic year.
Cumulative evaluations using the timeline will result in three different analysis categories: one:
individual teacher supervisor check ins with the service coordinator; two: workshop / professional
development session evaluations and staff feedback; and three: curriculum review evaluations before,
during and after each unit of study with the evaluation questions as an anchor. The latter structure aligns
with the International Baccalaureate’s unit review process and will be conducted using existing
technology and systems through the program Managebac.
The monitoring and evaluation of service learning will be tethered to the ongoing progress reports
completed by the staff service supervisors, along with the observations made by the secondary school
service coordinator. The agency of the service coordinator permits an existing use of autonomy and
oversight to support the implementation of service learning outcomes at MRS. Existing structures will be
used. This includes the communication of service activity progress through Google forms. The
supervision of service activities through coordinator led newsletters will also be facilitated. Curriculum
documentation processes in faculty departments, weekly team and department wide meetings inclusive,
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and ongoing professional development schedules and formats will be leveraged. These existing mediums
are tethered to a relatively new position through the curriculum development coordinator.
The monitoring and evaluation plans used through existing structures include the models
previously mentioned through Markiewicz & Patrick (2016) and will inform the evaluation questions
tethered to each stage of the CPM. The PDSA cycles will investigate and report on progress using the
anchored features outlined in Figure 3. Furthermore, the dynamic nature of the PDSA cycle will also be
considered as it responds to the changing needs of the change process. The dynamic monitoring process
will be informed also by community surveys that are modelled off the NEASC/CIS accreditation formats
and implemented biannually throughout the school year. Staff surveys will be given that separate
evaluations based on three areas: staff service supervision capacities; curriculum development processes;
and professional development/upskilling workshops.
Student Evaluation Data
While the focus of this OIP is largely on that of faculty, metrics of growth and improvement can
also be measured based on student input. Pre surveys using the Cognitive Learning Scale (Steinke &
Fitch, 2003; Steinke, Fitch, Johnson, & Waldstein, 2002) in conjunction with personal anecdotal
observations and comments will be used. The pre-test and post-test versions can easily evaluate the
articulated learning, problem solving skills, and critical thinking. A modified version designed for MRS
will be used at the beginning of quarter on and the end of quarter four, annually.
Timeline of Evaluation
The service learning program will be evaluated using a combination of the service learning cycle
from the IB and Kaye’s (2014) research, alongside Whitley’s (2014) framework for its design and
implementation. This framework largely complements the existing structures at MRS but qualifies and
supports the incentives and ethos behind this problem of practice. While Whitley’s criteria are largely
qualitative in nature, they combine course, student and service learning variables in order to inform the
evaluative process. Figure 10 illustrates the evaluation and monitoring timeline along with the qualitative
data available.
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Providing a combination of formal and informal communication of the PDSA model in tandem
with monitoring in an open model reflects the principles of transformational and authentic leadership.
Using five categories outlined by Lewis (2019) regarding communication to monitor and communicate
the change plan through the PDSA model is an appropriate method that addresses potential challenges
associated with the OIP’s rollout. These include the physical, financial, emotional, political, and rhetorical
aspects of communication for change in an organization (Lewis, 2019). This monitoring matrix
emphasizes the importance of widespread empowerment in order to complement the feedback and
progress loop (Lewis, 2012). This figure aligns the reform, development, evaluation, and PDSA cycles.
Figure 10
Evaluation and Monitoring Timeline
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The relationship between the timeline and the change process ensures that the PDSA approach is
focused and accountable, while also offering a degree of flexible interpretation for evaluation checks
using formal qualitative data. The intention is to institutionalize changes while ensuring that this change
process is bolstered by clear communication of change, as evidenced in the following section.
Plan to Communicate the Need for Change and the Change Process
Hargreaves (2005) points to flexibility and adaptability as key aspects of consideration for change
when assessing, monitoring and evaluating it. Transparency measures encouraged by Leithwood & Jantzi
(2005) through survey stakeholder data to encourage voice and constructivist principles will be used.
Inputs and cultural factors will be outlined using the professional development timeline. Gap analysis of
PESTLE reveals some challenges with buy in by staff, meaning that the communication for change will
need to be given in advance. DeFlaminis et al. (2016) emphasize the importance of qualitative evaluation
tools, routines, and structures that can inform the success criteria development and the communication of
the change process.
The stakeholder designed success criteria will be evaluated holistically by staff throughout the
CPM phases. These phases view all stakeholders as collective agents of change who can construct action
based on data evaluation. Therefore, a transparency model viewed through an authentic lens is used to
enrich a professional learning context (Southworth, 2009). Evaluating institutional values is also
important throughout the process of change to align goals with action. Klein and Sorra’s (1996) values
characteristics highlight the need to qualify and guide anecdotal commentary/meetings by gathering
ongoing stakeholder input in the PDSA model. Change receptivity is positively correlated with two way
communication mediums that emphasize active participation of all parties and avoid downward channels
that result in middle managers or change agents receiving blame (Frahm, Brown & Magala, 2007).
Involving people in the process of change through ongoing communication encourages the continuous
acceleration of change, which ultimately complements the acceleration phase of MRS’s CPM (Pettigrew
et al., 2001).
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Ongoing communication of change is characterized by empowering stakeholders’ enthusiasm and
providing space and time for creative, consistent and committed participation in the change plan (Lewis,
2019). Clear communication that considers input solicitation that is varied and aligned to the change
model is emphasized as paramount in the change readiness models outlined by Lewis (2019). It will also
help bolster trust and buy in and will emphasize the high intensity organizational values. They will help
merge organization values with group values in order to leverage the organization’s change agents (Kuhn
& Deetz, 2008; Lewis, 2019): teachers. Informed by continuous evaluations throughout the CPM, a
communication document modelled off of Lewis’s (2019) matrix will be updated and shared by the
service coordinator.
MRS’s focus for improvement of the service learning program through capacity building in staff
and a long term shift towards a positive, authentic culture of service requires process monitoring and
evaluation. The tools used to implement this change will be determined based on collecting data that is
multifaceted; this includes evaluative elements, qualitative/feedback-oriented commentary, and
quantitative/statistical data. These are all derived from the IB, CIS and NEASC accreditation information,
along with community surveys that pre-empt and follow each of these accreditation investigations.
Evaluations of the context of the school’s culture and power dynamics are key in rolling out the
evaluation model, as both soft and harsh power dynamic responses (Mittal & Elias, 2016) can have an
impact on determining how unified the actions and contributions are. This applies to both within the
service learning program and in the process of evaluating and monitoring the change process itself.
Understanding the nature of an international school’s layers of cultural response and tailoring an
evaluative model that recognizes its complexity is both challenging and necessary. In evaluating power
dynamics, we can identify and organize the motivation to influence and the assessment of available power
bases (Raven, 1992) in order to ethically inform the change process.
Communication Models
Beatty’s (2015) comprehensive communications model will be used in conjunction with Lewis’s
(2019) structured implementation activities. The rationale behind their selection is threefold. First,
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communication from leaders needs to be enhanced to foster timely, successful, focused, and effective
messages (Dunn-Roy, 2006). Beatty’s model is cyclical, not only aligning with a feedback structure but
also complementing the dialogic nature of Berkovich’s (2014) authentic communication leadership
approach. Beatty’s (2015) model is also informed by a comprehensive rationale and research supporting
the value of timely, person centered communication; this communication leverages human relationships
through face to face, stakeholder informed perspectives (Goodman & Truss, 2004; Ford & Ford, 1995).
Additionally, Lewis’s (2019) communication strategy dimensions offer a structured medium from which
Beatty’s (2015) cycle can be enacted. A particular emphasis on avoiding a faux voice during the
communication process in place of a true one through empowerment is critical (Sahay, 2017; Lewis,
2019). Shifting to an implementer’s approach that avoids tokenism and leverages decision making power
for stakeholders provides an ongoing barometer of authenticity revision that can guide effective change.
The implementation approach is guided by several factors: dissemination and input; gain/loss frames; one
and two-sided communication; targeted and blanketed messages; and discrepancy and efficacy foci.
Figure 9 outlines a combination of these two models’ features. By engaging in constant cycles of
communication using both informal and formal means, the implementation of this initiative can avoid
common failures that often affect the success of an organization (Beatty, 2015; Lewis, 2019). Most
notably, the cycle will encourage MRS to gain support and action in its endeavours to improve service
learning and to avoid front loading communication in exchange for ongoing support, validation,
celebration, and progress reports to support the change initiative.
Communication is tied to the messengers’ motivation and empowerment. In MRS’s context, the
motivation to influence is to empower teachers through a transformational, authentic leadership lens. The
power dynamic is thus collective in principle and the emphasis is on soft actions of buy in based on
cultural support and an ethos surrounding the mission and vision of the school. The mission and vision
emphasize the importance of communication and supporting each other in a complex, multicultural world
(MRS, 2020). The available power bases that exist follow the second proposition of Mittal & Elias
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(2016), who note that in low power distance cultures, leaders are more inclined to encourage the use of
soft power bases, indicating the importance of dialogic, cyclical trust building.
Figure 11
Beatty’s (2015) Communication Feedback Cycle Adapted With the Use of Lewis (2019) and Authentic
and Transformational Leadership Approaches.

This summation echoes the culture of MRS. The power bases that exist are channeled through a
hierarchy of line managers but in a system that emphasizes collective decision making using team based
approaches. This OIP recognizes the importance of distributed, effective communication at MRS.
Communication Plan
The communication plan is predicated on assigned responsibilities. While the service coordinator
will function as the lead communicator, the SLIT team will function as an extension of the team’s voice
throughout the cycle of communication and feedback. This ensures that each of the service pillars
represented throughout the curriculum review and department projects is represented. While informal

96
means of communication will be omnipresent, these means are not privy to a force of authority or formal
communication channels (Lewis, 2019); they include multiple cultural components of dialogue: informal
conversations; critical feedback that fosters support or opposition to the change process; shared stories
detailing about how the change initiative has impacted one’s work; and expressions of hopes, values,
dreams, and aspirations related to the change (Lewis, 2019; Beatty, 2015).
Formal means of communication are necessary to structure the change implementation plan and
provide formal benefits to the change process. That is, formal communication ensures the clarity of
responsibilities for communication are assigned and regularly implemented as a part of the change
process (Beatty, 2015); it helps implementers clarify and inform stakeholders of the intention and impact
of the change process, creates a common understanding of the change effort, and dispels rumours or
misconceptions (Lewis, 2019). Thus, Beatty’s (2015) seven questions to guide an effective
communication plan will be used to implement the cyclical feedback lens.
Table 7
Communication of Organizational Change Using Guidelines from Beatty (2015) and Lewis (2019)

Table 7 outlines the five facets of communication and their alignment with the communication
feedback loop proposed by Beatty (2015) provide a holistic overview of the communication requirements
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that define the service learning change implementation process. A breakdown of each of these five
sections follows, with a research informed and contextually relevant rationale. This rationale supports the
mediums of communication, those responsible for the communication, allusions to ethical principles of
collaboration, the value the message to stakeholders, and the connection to the overall methodology and
leadership lenses that fit at MRS. The knowledge mobilization plan will also be tethered throughout each
of the following five subdomains of communication.
Launching of Vision, Mission, and Change Plan Goals
Armenakis & Harris (2001) emphasize the importance of the change agent communicating to
stakeholders through face-to-face and authentic methods in order to maximize buy-in and ensure
participants feel like they are a part of the change process. Persuasive communication is facilitated
through active participation and the management of information (Armenakis & Harris, 2001), while the
five message domains that apply to transformation efforts include discrepancy, efficacy, appropriateness,
principal support and personal valence. As noted in Figure 7, the communication facets and
organizational tasks are impacted by how, when, and to whom the change process is conveyed. The
intention is to create an open communication that promotes transparency, candor, inclusion, confirmation,
presentness, and genuine dialogue (Berkovich, 2014).
The discrepancy aspect aligns with Beatty’s (2015) recommendation of articulating the gap
between current and future states. Using the gap analysis guided by Nadler & Tushman’s (1989)
congruence model combined with accreditation data, a formal forum will be used to communicate the
intended direction of organizational change. Formal mediums of communication will include a newsletter,
emails, a formal director’s forum, professional development staff meeting sessions, and open panel
department meetings in the early part of the academic year; this will emphasize face to face
communication working in tandem with additional measures to reach a maximum impact (Beatty, 2015).
Ethically, the school operates under a model of transparent communications to the broader school
community and thus the strategic plan is shared with the board of Governors and parents alike.
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The strategic plan’s goals surrounding the enrichment of service learning and community
partnerships will frame the director’s forum of communication and synthesize the CIS, NEASC, and IB
accreditation report data in conjunction with community survey conclusions in order to validate and
verify the need for continued growth and improvement. It will likewise ensure that staff’s voice is
gathered and shared to communicate survey results regarding interpretations of staff supervising service
learning and how it can be improved as a part of the initial PDSA cycle informing a catalyst for change.
Discrepancy is then addressed and staff dissentions and questions regarding the validity of the change can
be communicated directly by the change agent: the service coordinator. This leads to the curriculum
design focus of communication for change.
Curriculum Design Foci for Service learning Development
Armenakis & Harris’s (2001) message domains framework underlines the importance of the
alignment of MRS’s organization’s leadership ethos with the change implementation plan. Beginning
with professional development and appraisal goals, the curriculum development foci will require staff
progress throughout departments to be accountable through transformational characteristics but also
supported through authentic dialogue and trust building. The curriculum design’s progress will require
formal documentation through shared Google documents. It will also require IB curriculum management
and planning through a data management program called Managebac, as well as vertical and horizontal
planning updated through the vice-principal/MYP coordinator. This curriculum management and
planning will occur in the institutionalization phase of the CPM at the end of year two.
Because the repetition of messages has proven results when communicating change, HODs will
report monthly on the curriculum design process and its alignment with the service pillars and service
cycle via email and curriculum updates in Managebac. In addition, quarterly support meetings with the
service coordinator will encourage a combination of accountability and support that is fostered with face
to face communication. The change agent’s current roles and responsibilities are to support teachers with
implementing service learning, so this aligns with existing expectations and does not create unnecessary
power dynamics.
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Knowledge Mobilization
In addition, knowledge mobilization is often a challenge in schools; it is often impacted by
traditional hierarchies that bolster a top-down approach in schools (Malik, 2020). Because the curriculum
design process will harness existing knowledge building paradigms led by HODs, the process will be
modelled off of a collaborative contribution method. The KMb will be bolstered by an initial emphasis on
teacher voice and choice in selecting the appropriate service pillars. In addition, KMb is benefitted by
structure through a research services department in the organization; it is also positively impacted by
having staff dedicated to KMb as either a full-time commitment or through distributed responsibilities
and a school culture that values collaboration, cooperation, and coordination (Malik, 2020; Zuiker et al.,
2019). These characteristics that benefit KMb are also found in the authentic leadership approach centred
on self-exposure, caring, empathy, open mindedness, critical thinking, and respect (Berkovich, 2014), as
well as an ethical emphasis on a community of care (Wood & Hilton, 2012).
Celebrations of Service learning Projects and Staff Growth
In the same vein, the ethical, leadership and KMb aspects are integral to the communication of
celebrations of the service learning program. They are also important ways to share the growth of staff
and help with culture building. Regular, routine communications of staff growth as PDSA cycles
conclude will help build momentum throughout the CPM, particularly in the shift between mobilization
and acceleration stages in years one and two. Celebrations will take place in a variety of formal mediums
(see Figure 7) but will also positively benefit informal ones, thus lubricating the gears of change and
helping leverage stakeholder engagement. Diem & Young (2015) encourage looking through the
collaborative ethnographic and narrative approaches in order to use discussion models that encourage
open forum communication around areas of growth; they encourage stakeholder buy in by spotlighting
white spaces, which are areas that require attention, detailing or articulation within a program. These
white spaces can likewise inform areas for PD development and curriculum design support.
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PD Development Via SLIT and Curriculum Leaders
PD development requires both the most planning and the most stakeholder voice to consult
research informed mobilization. In order for this to materialize realistically, the formation of the SLIT
working conjunctively with the HODs is required. The service coordinator will help facilitate
communication between the informal leadership of SLIT and the formal leadership of HODs. Frost
(2012) emphasizes the importance of several conditions that encourage organizational change to flourish,
including the building of professional cultures that give sanction and support to teacher leadership. This is
achieved through SLIT but also through PLCs/PLTs that meet with the SLIT teams to develop their
service learning opportunities. Additionally, encouraging opportunities for open discussion and providing
staff with the tools to scaffold personal reflection and planning in order to model, exemplify, and illustrate
action encourages staff to identify their personal development priorities (Frost, 2012). This ultimately
leads to KMb by facilitating access to relevant literature and research through the cause and effect of trust
building. A fit with a social constructivist methodology is derived here with an ethical framework of care.
The research informed curriculum design will be communicated as cascaded workshops through
the IB are completed by SLIT members and brought back to the school to be modelled. School visitations
to local and international schools that model strong service programs will also benefit a cascade PD
model. Finally, curriculum development using Kaye’s (2014) service learning cycle and implementation
workshops will give staff a common language to communicate both formally and informally in the
school.
Community Service Connections and Development With Host Country
In the institutionalization phase of the CPM, the development of community partnerships as an
extension of the service learning program development will be considered. Communication to the host
country’s surrounding community will require translations in French to build inclusivity. KMb is
complemented by the sharing, exchanging and transferring of knowledge by observing colleagues and coconstructing knowledge from multiple perspectives encourages authentic transfer from research into
practice (Malik, 2020). The vehicle for communicating service connections with the host country will be
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benefitted from this mutual KMb and will only be fully achievable once a solid foundation of a service
learning culture, language, and practice are grounded in the school community. Communication inviting
future goals and targets for staff to consider the greater local and international community through
ongoing bulletins, emails, forums and PD sessions at the end of the second and third years of
implementation is required. In order to achieve this facet of the strategic goal, further considerations that
take into account the progress, needs and attitudes will be required.
Chapter Three Conclusion
This chapter focused on an outline and evaluation of the change implementation plan, including
its organization, timeline, monitoring process and communication. Deszca et al.’s (2020) change path
model was used to guide the change process and was informed by the PDSA cycle phases adapted by
Donnelly & Kirk (2015). A two year timeline with an extension beyond is outlined with stakeholder
responsibilities and impact considerations. Considerations of stakeholders and how they will be a part of
the change process were made.
Considerations of the change plan’s communication were detailed using Beatty’s (2015) five
communication traits, which inform the formal and informal mediums used to build a collaborative
growth culture. Lewis’s (2019) change communication features were considered in conjunction with
strategies to build KMb. The program’s responsible stakeholders were identified and a timeline to
communicate change was likewise designed, along with evaluation and monitoring questions informed by
Markiewicz & Patrick (2016). Moving forward, a comprehensive consideration of next steps and future
considerations will be outlined.
Next Steps and Future Considerations
The Organizational Improvement Plan evaluated considers the value of service learning as an
experience that enhances school community and culture. Improving the service learning program at MRS
through developing professional competence in its staff that is structured through curriculum development
projects helps encourage an empowerment and sense of community (Lakin & Mahoney, 2006). Five
considerations and next steps will be discussed and outlined: a recognition and celebration of service
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learning program improvements; an ongoing alignment with the strategic aims/vision of the school with
the change implementation plan; a consideration of leadership training that is tailored to support staff and
the continued program implementation; considerations of the impact of service work on the local
community; and finally a more holistic metric evaluating the impact of service learning beyond the
focused work of Kaye (2014) and the IB.
First, there is a need to build a recognition of alternative perspectives in order to improve an
organization by emphasizing the nature of communal relationships. This ultimately builds a collaborative
school culture that uses service to unify purpose and vision (Woods, 2004). Developing a robust service
learning culture and program encourages many positive developments: a sense of visibility through a
celebrated fabric of community; an omnipresence within the curriculum and surrounding community; and
an authenticity that sees service learning meeting the needs of the community, driven by students and
championed by staff (Lakin & Mahoney, 2006). Recognition of the program’s growth through ongoing
celebrations and spotlighting is needed in order to track improvements and guide feedback for future
development. These aspects align with the leadership approaches and change implementation plans by
leveraging existing strengths of the organization through authentic means.
Second, each of these implementation adjustments take place in response to the need to drive
towards the collective vision and mission of service learning at MRS. Adelman & Taylor (2007)
emphasize the importance of ensuring that a commitment to a policy or goal, such as that of the strategic
plan, is translated into appropriate resources, which include space, budget, resources, leadership, and
time. With these subcategories guiding potential revisions, the future growth and direction of the change
plan can be proactive and also realistic by including incremental changes that take into account the
school’s international culture. By doing so, this model aims to define change as an external or subjective
interpretation (Connolly et al., 2011). This difference in interpretation extends to the complexity of
creating the right culture for change in order for it to be successful (Connolly et al., 2011). By unifying
this change plan, making it transparent and encouraging resource based, proactive strategic planning for
potential changes in the model, a successful change process can narrow the gaps in service learning.
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Third, it is important that MRS’s SLIT and service coordinators tailor the professional
development to the learning needs of staff in order to align the holistic development from the IB and Kaye
(2014); these aspects function as anchors where more nuanced development can stem. There are certainly
further resources that can enhance service learning implementation at MRS and staff selected ones should
be researched and cross examined using peer review alongside the professional development
coordinator’s expertise.
Fourth, considerations of the impact of service work in the surrounding communities should be
considered, especially in light of complications such as the Covid-19 pandemic and the current political
conflict in Europe. Continuity of change is challenging and adaptations to service cycle expectations will
likely be important to consider. Thus, curriculum design units should consider modifications in light of
the current restrictions that will allow students to access service opportunities in local and international
contexts.
The most recent community survey solicited by NEASC/CIS (2022) indicates a positively
trending perception of service learning by parents. Therefore, leveraging existing trends in the positive
growth of the program by soliciting more detailed feedback and involvement from parent stakeholders
would offer an opportunity for enrichment and collaborative development with community partnerships
through the parent body.
Finally, a more tailored metric of the holistic growth and impact of service learning beyond
Kaye’s (2014) learning outcomes, the IB’s service criteria, and the Cognitive Learning Scale (Steinke &
Fitch, 2003) may help evaluate the future institutionalization of service learning in the local and
international community partnerships. Evaluating impact based on anecdotal data has value but would
benefit from closer study, particularly as it pertains to social justice and global issues (Einfeld & Collins,
2008). The impact of service learning as a program can be further enhanced by considering the student
perspective further once teacher efficacy and curriculum frameworks have been solidified, trialed,
evaluated, and celebrated.
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Because service learning is a part of the IB curriculum framework and MRS has been
participating as an IB school for some time, there is a foundation of service work for this organizational
change to build from. There is likewise a passion from many staff to participate in effective service work.
Because the students at MRS experience many benefits and privileges that are atypical of most children in
the world, the development of character through purpose driven community service work is a necessary
experience for these students. The development of this program is not only beneficial for the local
community but also for the wellbeing and character development of our students. It will encourage them
to have an impact on the world that goes beyond their own scope of self and builds towards a more
sustainable, empathic, and cooperative world.
Narrative Epilogue
The process of diving into educational research, processing it, and applying it to one’s context is
simultaneously an exercise in resiliency and humility. The journey towards this OIP precedes that of
commencement date of the program. The first leaders in my education journey who hired me to open a
new school encouraged organizational change from an authentic leadership approach by encouraging
innovation, open-mindedness and compassion as core values. My professional journey as an educator has
since presented me with a variety of leaders that have taught me the importance of remembering that
education is a person-centered profession. Educational research on the other hand can be an isolating,
cold and removed experience. Coupled with a pandemic, this academic research journey has been
challenging but also fulfilling. It has connected me with some incredibly talented education leaders from
around the world who have taught me so much.
The work produced as a result of this journey has helped to inform my practice as an educational
leader. It has challenged my professional and personal character, encouraged me to look beyond my
borders and learn from professors and educators from around the world, and given me a chance to be
introspective and built further humility that will hopefully serve to inform my practice as a teacher and
leader. I am grateful.
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Appendix
Relationships Between Models and the Leadership Approach

Note. Methodology, leadership frameworks, change processes, gap analysis, and
monitoring methods informing the OIP at MRS.

